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The Nature of the Study 
The Bureau of Animal Industry Livestock Extension Service in the 
Republic of the Philippines, is at present, in a transition and develop-
ment stage. It is at this point where improving the organizational 
structure is of paramount importance in order for the agency to effective-
ly carry out its goals and objectives. 
Further, it is hypothesized that there is need for improving its 
field operations, monitoring and evaluation systems, including accounta-
bility of personnel for their success or failure in attaining the desired 
results within their jurisdiction. 
Purpose of the Study 
The central concern of this study was to find out the present situ-
ation of the Bureau of Animal Industry Livestock Extension Service, and 
how the principles of the Management by Objectives (MBO) System could be 
projected to fit into the situation. 
To determine the present situation of the agency, answers to the 
following questions were sought: 
1. What is the degree of participation of the Director and/or the 
Assistant Director of Animal Indus.try, the National Food and 
Agriculture Council (NFAC) Livestock Action Officer, and the 
1 
2 
National Livestock Extension Program Coordinator in the estab-
lishment of goals and objectives for the organization, job 
functions and performance objectives for the personnel involved 
with planning and implementation of the livestock extension pro-
gram at the regional and provincial levels? 
2. What is the degree of participation of the Regional Directors 
in the establishment of goals and objectives for the region, 
job functions and performance objectives for the personnel in-
volved with planning and implementation of the livestock exten-
sion program at the regional and provincial levels? 
3. What is the degree of participation of the Provincial Program 
Officers and Livestock Extension Technicians in the establish-
ment of goals and objectives for the province, job functions and 
performance objectives for the personnel involved with planning 
and implementation of the livestock extension program at the 
provincial level? 
4. What are the problems of the Livestock Extension Service as per-
ceived by personnel at the various levels? 
5. What are the criteria for promotion as perceived by personnel at 
the various levels? 
6. What is the degree of accountability of the various personnel 
for their success or failure in achieving the desired results? 
7. What other factors do the extension personnel feel may contri-
bute towards their effectiveness? 
An additional objective was to present, after the analyses of data, 
the principles of Management by Objectives and how they might best be 
implemented in the Bureau of Animal Industry Livestock Extension Service 
in the Philippines. 
Definitions 
1. Social Planning: A conscious interactional process combining 
investigation, discussion, agreement, and reaction in order to achieve 
those conditions, relationships, and values regarded as desirable. 
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2. Organizational Goals: Organizational goals are broad statements 
of intent which are not quantifiable. They define the conditions to be 
achieved year after year if the organization is to be successful. 
3. Job Functions: Job functions are the major segments of an in-
dividual's work or those general areas within which the individual is 
held accountable for producing results. They are the key responsibility 
areas of a job. 
4. Performance Objectives: Performance objectives are the indi-
vidual's short statements of intent which are quantifiable. They relate 
back to the individual's job functions and should indicate what is to be 
accomplished and by when. 
5. Livestock and Poultry Extension Services Unit (LPESU): The 
Extension Unit of the Bureau of Animal Industry, Republic of the Philip-
pines. As used in this study, LPESU, Livestock Extension Services Unit, 
or Livestock Extension are used interchangeably to mean the same. 
6 . Livestock Ext.ensian .. :T-en-hnd.:cian.{s.)., . Ex.t~nn. ,I.~Ci!l.a.11t{s.) , 
Extensionmen, or Teclmi~ian(s): The rank-and-file employees of .the 
Bureau of Animal Industry Livestock Extension Service of the Republic of 
the Philippines. As used in this study, these terms are used to mean 
the same. 
7. Managemen.t .. b,y:..llb.j;ac,Uves (MBO): . Management .by Objectives is a 
system which allows an organization to plan its course of action, to 
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assist individuals with contributing to that course, and to determine 
progress toward mutually accepted goals. It provides a mechanism where-
by an organization may concentrate its efforts upon a set of priorities 
which have been mutually determined and broadly accepted. This system 
allows every individual in the organization regardless of level and re-
sponsibility to know what is expected of him, where he may look for 
guidance and assistance, and who he is expected to coordinate with in 
his work. The system provides for the progress of the organization 
towards certain goals and keeps disruption due to both outside and inside 
changes to a minimum. Basically, MBO consists of three parts--plan, im-
plement, and review. 
CHAPTER II 
REVIEW OF LITERATURE 
The understanding of an organization is increased through a knowledge 
of its history (1). Thus, the history, objectives, policy, and functions 
of the Bureau of Animal Industry (BAI), one of the various agencies under 
the Department of Agriculture and Natural Resources (DANR) in the Repub-
lie of the Philippines, is traced from its inception to what it is now 
(2, pp. 11-13): 
The Bureau of Animal Industry was organized on January 1, 1930 
pursuant to Act No. 3639 dividing the Bureau of Agriculture 
into two distinct entities, the Bureau of Plant Industry and 
the Bureau of Animal Industry. In accordance with Section 5 
of said Act, the powers, functions, and duties of the Bureau 
of Agriculture concerning domestic animals and animal diseases 
were transferred toand vested in the Bureau of Animal Industry. 
Four divisions composed the.Bureau: Administrative, Animal 
Disease Control, Animal Husbanc;lry, and Veterinary Research. 
Dr. Stanton Youngberg.was appointed the.first Director with 
Dr. Victor Buenc~mino as his assistant. 
Since its creation, the Bureau underwent several organizational 
changes. In 1932, Act No. 4007, known as the Reorganization 
Act of 1932, reorganized the Bureau into five major entities--
Office of the Director including the General Services and 
Records Section, Animal Husbandry.Division9 Animal Disease 
Control Division, Veterinary Research Division, and Animal 
Products Division. 
In 1938, the Livestock Extension Section under the Animal 
Husbandry Division was enlarged into a Division entitled 
Livestock Extension Division and all administrative functions 
are consolidated in the Administrative Division. 
Under Commonwealth Act No. 340, approved by Congress on June 
21, 1938, a fifth division entitled Animal Utilization Divi-
sion was created. However, the Division began to function 
only in 1940 after the construction of the necessary building 
and installation of all needed facilities. On December 31, 1939, 
5 
the Veterinary Research Division was abolished by Executive 
Order No. 240. - In.its stead, the Division of Parasitology 
and Protozoology.and the Division of Pathology and Bacteri-
ology were created. 
In the early part of the Japanese occup~tion during World 
War II, the Bureau.was merged with the Bureau.of.Plant-In-
dustry to form.the-Bureau of Plant and Animal Industry con-
sisting of the Plant.Industry and Animal Industry Units. 
Sometime in 1943, . the_ Bureau of Animal Industry was recreated. 
However, the former divisions of Parasitology and Proto-
zoology and Pathology.and Bacteriology were.absorbed by the 
Institute of Science.and Technology, consolidated, and named 
Research Division. 
Immediately after the.war, the Bureau, with all its prewar 
divisions was reconstituted and placed under an Office-in-
Charge. However, the Animal Utilization Division at Marulas, 
Polo, Bulacan did not operate due to lack of funds and 
facilities. On.February 24, 1946, Dr. Vicente Ferriols, a 
long time chief of the Animal Disease Control Division, was 
appointed Director. 
In 1947, the Bureau.again was subjected to another revamp. 
Under Executive .Order No. 94 of 194 7, _the Division of Para-
sitology and Protozoology and the Division.of.Pathology and 
Bacteriology were:integrated to form the Veterinary Research 
Division. In 1953, .two divisions were added to the expanding 
Bureau, increasing the divisions to seven. 
On January 6, 1957, by virtue of Reorganization Plan No. 30-A 
as implemented.by.Executive Order.No •. 216, .the.Bureau was -
subjected to a thorough.reorganization. Bureau.functions -
were realigned. Old.divisions retained were revitalized and 
new divisions were created to meet the ever-widening respon-
sibilities of the Bureau. 
The Veterinary Research.Division, the Parasitic Diseases 
Division, the Animal. P.roducts Division, .and -the Poultry Divi-
sion were abolished._. These Divisions were -created~ -the Ani-
mal Diseases and Parasitic Research Division to undertake all 
research on animal diseases.and parasites; the Laboratory 
Services Division to handle all laboratory services and the 
manufacture of veterinary drugs and biologics; the Livestock 
and Poultry Propagation.Division to undertake.all the.func~- -
tions of the former Animal .Husbandry. Division .except research;_ 
the Livestock Research Division -to .. concentrate research. on -all 
animals except poultry; and the Poultry Research Division 
to conduct research on nutrition, breed.improvement, and.man.,-
agement of poultry. - An office of the Director was constituted 
and a position of Assistant Director therein created. 
The Administrative Division was renamed Administrative Services 
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Division; the Animal Disease Control Division, Regulations 
and Control Division; and the Animal Husbandry Division, 
Livestock and Poultry Propagation Division. 
The establishment of Regional Offices followed, and the positions 
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for Regional Directors were created. The Marketing Unit was established 
in 1969. 
The general objectives* of the Bureau of Animal Industry were to 
attain self-sufficiency in foodstuffs and by-products of animal origin 
for agriculture, breeding, and commercial purposes. 
The specific objectives* were to (2, p. 11): 
1. Give greater emphasis and attention to the 'Operation 
Livestock Dispersal' . by wider and faster distribution of 
more imported breeding cattle, buffaloes, poultry, swine 
and locally born animals to deserving farmers and to cer-
tain government entities. 
2. Intensify the campaign for the prevention and eradication 
of dangerous communicable diseases throughout the country, 
particularly in the isolated and rural areas, and at the 
same time train the farmers on how to care and manage their 
stock. 
3. Standardize veterinary, biological and pharmaceutical prepa-
rations. 
4. Continue the production and manufacture of veterinary, 
biological and pharmaceutical preparations until such time 
as the .private concerns can take over. 
5. Concentrate research activities and projects towards the 
acquisition of .. more. knowledge. on animal . diseases, their 
causes, prevention and control and also on furthering the 
knowledge pertaining to livestock and poultry breeding, 
nutrition, care, management, and sanitation. 
6. Propose legislation for the improvement and development 
of the animal industry. 
7. Accelerate the upgrading of native stock through artificial 
and natural breeding. 
* Prior to the reorganization in 1974. 
8 
As the guardian of the animal population of the country and one of 
the front-line defenses of public health, the Bureau of Animal Industry 
carries with it the sole responsibility of improving, developing, and 
safeguarding the poultry and livestock industry for the production of 
sufficient meat, dairy, and poultry products as well as animal by-products 
and adequate and dependable work animals for the development of agricul-
ture (2). 
The foregoing constitutes what might be the policy* of the Bureau 
of Animal Industry. The functions* of the Bureau of Animal Industry are 
these (2, p. 13): 
1. To conserve the present stock of animals the Bureau should 
undertake the suppression, control and eradication of animal 
diseases. To sustain.the.disease suppression, control, 
and eradication.program, .the Bureau.should manufacture and. 
dispense the necessary vaccines, sera, diagnostic agents, 
and other veterinary remedies. And to make further these 
disease-control activities in the country more effective, 
the Bureau should.maintain a diagnostic laboratory and 
extend diagnostic services.to help field veterinarians, 
livestock inspectors, .livestock.and poultry raisers and 
other private parties in solving problems of diagnosis and 
treatment. 
2. The Bureau should conduct research on .animal diseases for 
which no effective remedy has so far been developed. It 
should undertake studies on the improvement of the various 
veterinary products which are currently being used for 
disease control. work •.. Studies should. be. made. on .. parasites. 
and parasitism of.farm.animals to find ways and.means of 
controlling or.preventing them. The Bureau should further 
pursue research in breeding, feeding, and management of 
livestock and.poultry and the utilization and preservation 
of animal products and by-products. 
3. With the accomplishment of these objectives, the Bureau 
hopes to see our.country.not only permanentlyself.,,-sufficient 
in animal products and animals but also capable of producing 
them for export. 
* Prior to the reorganization in 1974. 
• 
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On May 6, 1969, the National Food and Agriculture Council was crea-
ted by Executive Order No. 1S3 (3). The NFAC was established on the 
premise that there is an urgent need for a coordinating body that shall 
oversee, unify and integrate the administration and implementation of 
the total food production program of the government. In effect, the 
NFAC is the highest policy-making body in the implementation of the 
overall food production program in the Philippines (3). 
Presumably, the creation of the NFAC triggered the launching by the 
Bureau of Animal Industry of a program on the production of animal pro-
tein foods for FY 1971-1974. 
In launching the program on the production of animal protein foods, 
the Bureau of Animal Industry has recognized the fact that irreparable 
mental retardation among children below three years of age is a conse-
quence of animal protein deficiency (4). 
This condition was pointed out by nutritionist Jean Mayer as kwashio-
hor, a protein-deficiency syndrome which often hits children after wean-
ing and until they are old enough to eat "adult" food and of marasmus, 
a combination of deficiency of calories and protein, which often hits 
children under five (5). 
Good nutrition during the first three years of an infant's life is, 
therefore, particularly important as the brain of the infant attains 80 
percent of adult weight by age three, when the body weight is about 20 
percent of that at maturity (6). 
On May 4, 1972, Arturo R. Tarico, Jr., Secretary of Agriculture and 
Natural Resources, issued Memorandum Circular No. 1, series of 1972, 
creating the Livestock and Poultry Extension Services Unit (LPESU) as 
recommended by Pedro G. Refuerzo, Director of Animal Industry (7)~ The 
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creation of the LPESU was also an internal arrangement* made between the 
DANR and the Bureau of Animal Industry. 
The LPESU was created to complement the four major programs of the 
Bureau of Animal Industry, namely: disease control (animal health), arti-
ficial insemination, marketing services, and the forage and pasture pro-
duction pursuant to the implementation of the "Program on the Production 
of Animal Protein Foods for FY 1971-1974" (4). 
The LPESU is charged with the following functions and duties (7, 
p. 1): 
1. Supervise and coordinate the activities of all extension 
technicians; 
2. Produce, reproduce.and distribute.extension materials 
dealing on the. various phases. of livestock and .p9ultry 
production, financing, artificial insemination, market-
ing, forage production, etc.; and 
3. Conduct training/seminars for extensicm technicians. 
The organizational chart of the Bureau of Animal industry at the 
time the LPESU was created may be seen in Figure 1. 
The primary objective of the extension service in relation to the 
four-year program is to diffuse new technologies, techniques, systems, 
or methods of production, procurement, processing, distribution·, financing 
and so forth to animal raisers, to assist them to produce more meat and 
more eggs at cheaper cost but with more profits. Specifically, the live-
stock extension program is focused on the following areas, namely: (1) 
veterinary (or animal health), (2) animal husbandry, (3) forage and pas-
ture improvement, (4) credit financing, (5) marketing, (6) collection of 
vital statistics, and (7) business management (4). 
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Apparently, almost inherent with the inception of the LPESU were its 
multi-faceted problems. Perhaps, the most pressing need confronting this 
new unit at that time was the need for qualified manpower to staff the 
livestock extension services at the national, regional, and provincial 
levels. 
As a result of this apparent need, personnel were selected mostly 
from the personnel employed by the Bureau of Animal Industry at that time, 
notably the Veterinary Livestock Inspectors. The Livestock Inspectors 
were designated Livestock Extension Technicians (LET) and were subse-
quently fielded in the regional and provincial offices. 
The technicians were designated into five categories: 
1. Livestock Extension Technician for Poultry, 
2. Livestock Extension Technician for Swine, 
3. Livestock Extension Technician for Cattle, 
4. Forage Technician, and 
5. Livestock Extension Supervisor. 
A supervisor assigned in the province is called Provincial Livestock 
Extension Supervisor, and one who is assigned in the region is called a 
Regional Livestock Extension Supervisor. 
Generally, an Extension Technician performs functions according to 
his or her designation. A Provincial Livestock Extension Supervisor may 
also perform such functions as poultry, swine, cattle, or forage techni-
cians, or a combination of these in addition to his duties as a Provin-
cial Livestock Extension Supervisor. 
There are other technicians of the Bureau of Animal Industry. Some 
are classified as Artificial Breeding Technicians, but are directly con-
nected with the artificial breeding program, and Marketing Technicians 
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who are under the supervision of the Marketing Unit. Perhaps, there are 
other categories of technicians of the Bureau of Animal Industry of which 
this writer is unaware. 
The qualifications of a Livestock Extension Technician in general 
is a Bachelor of Science in Agriculture, preferably an animal husbandry 
major and a "permanent"* employee of the agency. 
To strengthen the newly created extension unit of the Bureau of Ani-
mal Industry, the services of the United States Peace Corps Volunteers 
(USPCV) were enlisted by the Bureau of Animal Industry to help the ex-
tension personnel carry out the extension program. Some of the USPCV's 
served as Supervisors, and as staff members in the Central Office, while 
the others served as technicians. 
Of the ten regional offices of the Bureau of Animal Industry in 1973, 
two regions, Region III and VII (Eastern Visayas) were staffed with Reg-
ional Extension Supervisors. Mr. Andrew Hammond of the United States 
Peace Corps was assigned in Region III, and this writer in Region VII. 
Following this event came the manpower training of livestock exten-
sionmen. The year, duration, and subject matter involved during the 
training of the Bureau of Animal Industry personnel may be seen in Figure 
2. 
Sometime in 1973, a major reorganization of the Department of Agri-
culture and Natural Resources was in the offing. The reorganization was 
effected, and the organization chart as of July 1, 1974, of the Bureau of 
Animal Industry may be seen in Figure 3. 
* "Permanent" status as used here is a kind or type of appointment 
issued to employees as distinguished from temporary or provisional appoint-
ments. 
: Prov. : : Livestock : : Market- Stock 
Duration Regional Supv. :PrQgram Prov• : Poultry : Extn. Extn.: ing Farm Station Livestock Total 
Year (Week) Sub1ect Matter Directors Vets. Officer Vets. : Technologist: Suw. Tech.: Tech. SuJJt. Mana~rs Insrector 
1972 2 
Extension, Program Planning, 
.kribusiness : : __ : __ g6 ___ :_ __:_ _ _ : : : : : : : 26 
2 
Extension, Program Planning, : : : : : : 13 : : : : : : 13 
Aeribiisinees : : : • • • • • • • 
Extension, Program Planning, : : : : : : : : : : : : 
4 : Pasture Develotl!!flilt : : : : : 2 : 3 : 28 : __;_ 4 : 4_ : : 41 
: : Extension, Program Planning, : : : : : : : : : : : : 
: 4 : Marketing. Agribusiness : : : : : : : : 35 : : __ : .·: 35 
: Extension, Program Planning, Cattle : : 
1973 : 4 Production. Agribusiness : : 46 46 
Extension, Program Planning, Swine : . : 
4 Product.ion. wibl!a:i.!less_ _:_ - : 82 82 
: Extension, Program Planning, Poultry: . : : : : : : . . _: : : : : 
4 : Production. Agribusiness : : : : : : : 29 : : : :- : 29 
: Extension, Program Planning, : ; ; 23 ; ; : : : : : : : 23 2 : Agribusiness · • • • • 
: Extension, Program Planning, Disease: : : : : : : : : : : : 
4 : Control. Farm Business Management : : : : : : : : : : : 46 : 46 
: : : : : : : : : 
l : Backvard Cattle Fattening : 4 :_ :a_____;________S_ __:__ __ 1, _: _ : 9 : 28 : 3 11 : 66 
: : : : : : : : : : : : 
1974 : l : Backvard Cattle Fattening : l : : : : l : : : 91 : 93 
Total : 
: : : : : a/: : : : : 
l : Supervised Credit : : : : : 32"" : : : : : 32 
2 
: Extension, Program Planning, : : : 12/= 
: .kribusiness : : : 2S : 28 
: Extension, Program Planning, Disease: : : : : : : : : : : : 
4 : Control. Agribusiness : : : : : : : : : : : 50 : 50 
: Extension, Program Planning, Cattle : : : : : : : : : : : : 
4 : Production. Agribusiness : : : : : : : : : : ·_: 76 : 76 
43 : : 4 : 2 : 86 : l : 2 : 25 : 245 : 39 : 4 : 4 : 274 : 686w 
-!/ Training of other BAI personnel are excluded. 
y Reported as Extension and Marketing Technicians, 
121 Reported as Provincial Program Officers and Provincial Veterinarians, 
w It is possible that some personnel had their training more than once. 
Figure 2. Year, Duration and Subject Matter. Involved in.the Training of the 
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Figure 3, Bureau of Animal Industry Organizational Chart as of July 1, 1974. I-' 
Vt 
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This writer is unaware whether further revamp of the Department of 
Agriculture and Natural Resources and the Bureau of Animal Industry oc-
curred after 1974. 
Extension Work in the Philippines 
The creation of the Livestock and Poultry Extension Services Unit in 
1972 enabled the Bureau of Animal Industry to be involved for the second 
time in extension work. 
The Bureau of Animal Industry is now one of the several agencies 
under the Department of Agriculture* performing extension work in the 
Philippines. 
The term "livestock extension" may be used to signify the kind or 
type of extension service rendered by the Bureau of Animal Industry as 
distinct from other extension services in the Philippines. 
Other institutions or agencies doing extension work in the country 
are the University of the Philippines College of Agriculture (UPCA); the 
Commission on Agricultural Productivity (CAP); the Presidential Arm on 
Community Development, formerly Presidential Assistant on Community De-
velopment (PACD); the Rural Banks Department of the Central Bank of the 
Philippines; the Philippine Reconstruction Movement (PRM); Operation 
Brotherhood, International (OBI); the United States Agency for Interna-
tional Development (USAID); Work a Year with People (WAY) and a number of 
other groups (8). 
The drive for education in agriculture was also mentioned by 
* The reorganization of the Department of Agriculture and Natural Re-
sources in 1974 split this department into two: Department of Agriculture 
(DA) and Department of Natural Resources. Under.this new set-up the 
Bureau of Animal Industry is under the Department of Agriculture. 
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Leonor (9) as being undertaken by several government agencies other than 
the schools. 
The agricultural extension provided by the Agricultural Productivity 
Commission (APC) takes care of rural youths and adult farmers (9). Other 
agencies mentioned by Leonor as doing agricultural extension work are the 
Presidential Arm on Community Development (PACD), the International Rice 
Research Institute (IRR!), the Philippine Rural Reconstruction Movement 
(PRRM), the rural banks, agricultural credit cooperatives, farmers' asso-
ciations, and even the mass media such as the press, radio, and television. 
The Bureau of Agricultural Extension under the Department of Agri-
culture and Natural Resources was created in 1952 by virtue of Republic 
Act No. 680 (8). By virtue of Republic Act No. 3844, approved on August 
8, 1963, othe:i:wise known as the "Agricultural Land Reform Code," the 
Bureau of Agricultural Extension was renamed Agricultural Productivity 
Commission and placed directly under the Office of the President of the 
Philippines for administrative purposes (8). The Agricultural Produc-
tivity Commission again became Bureau of Agricultural Extension in the 
early 1970's. 
"Unlike its counterpart in the United States (Federal Extension 
Service), this agency does not have strong legal ties with the state agri-
cultural universities in the Philippines" (8, p. 37). Further, in con-
trast with the Cooperative Extension Service in the United States, the 
Bureau of Agricultural Extension and the Livestock Extension Service of 




Every institut:ion or agency requires methods for making decisions; 
ways of coordinating activities of the undertakings; ways of communicat-
ing information and ideas; and ways of evaluating the success of an 
agency, its programs, or activities in meeting its objectives. Every 
institution or agency requires management.* 
As used by this writer, management may be considered as getting things 
done through and with people operating in organized groups as defined by 
Koontz (10). Management may also pertain to that most unpredictable 
phenomenon, the human being. In this context, it is concerned with a 
man's contacts with fellow human beings and with his behavior under a 
wide range of pressures and influences, some not easily subject to mea-
surement (11). 
Managing is defined by Koontz and O'Donnell (12) as the creation and 
maintenance of an internal environment in an enterprise where individuals, 
working together in groups, can perform efficiently and effectively 
toward the attainment of group goals. Essentially, managing is the art 
of doing, and management is the body of organized knowledge which under-
lies the art, they pointed out. To Raimann and Hilgert (13), management 
is the function motivating the efforts of people toward common objectives. 
Management, according to Cribbin (14), is a learnable put not directly 
teachable art. He further explained that the manager has the task of 
translating his knowledge into behavior that a given group or department 
* The author does not attempt to discuss the- various "schools" of 
management theory. For further information see Harold J. Koontz, "The 
Management Theory Jungle," Readings in .Management Strategy and Tactics,. 
John G. Hutchinson, ed., (New York, 1971), pp. 3-18. · 
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finds meaningful and acceptable. 
As used in this study, the words supervisor, manager, administrator, 
or executive are taken to mean the same. 
Management includes planning. It is a way of arriving at a decision, 
a central concern of business, governments, churches, schools, families, 
voluntary associations and agencies, and all adult education groups. 
While program planning appears to be complicated and time and resource 
consuming, the fact cannot be escaped that the negative consequence of no 
or poor planning can be great (15). 
Managers who resist planning because they "don't have time" are 
failing to look ahead to the significant long-range savings in time as 
well as the improved performance that usually results (16). Crawford 
Greenwalt, former President of Du Pont, was cited by Mackenzie (16) to 
have observed that the top-notch workers are those who first plan then 
follow a relaxed rather than a frantic pace. Greenwalt was further 
quoted as saying that "Planning time makes this ease possible, [and] for 
every moment spent planning saves three to four in execution" (16, p. 41). 
The importance of planning, problem analysis and decision ma.king was 
pointed out by Kepner and Tregoe (17). 
Kepner and Tregoe indicated that (17, p. 6): 
The absence of conscious, systematic problem analysis and 
decision ma.king is not only responsible for inefficiency and 
waste; it is also responsible, in large part, for the general 
neglect of two of the most important management functions: 
the setting of objectives, and the setting of clear perfor-
mance standards for personnel. 
Planning requires thinking. It is considered the hardest managerial 
job, an activity too often neglected by managers (16). 
Perhaps, one of the major reasons for this apparent neglect falls 
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under Louis Allen's (16) "principle of operating priority" which states 
that "When called upon to perform both management work and operating work 
during the same period, a manager will tend to give first priority to 
operating work" (p. 134). 
Morrisey (18, pp. 5-6) offered three major reasons why a manager 
gives priority to operating work: 
1. In general, operating work involves a technology with which 
he is more familiar. After all, he has probably spent sub-
stantially more time and effort, both educationally and on 
the job, in his technical field than he has in management. 
In fact, his technical competence was no doubt a major 
consideration in his selection for management. 
2. Operating work is likely to provide more immediate personal 
satisfaction than does management work. To illustrate this 
point, Edward J. Green, President of Planning Dynamics, has 
stated that planning (management work) involves three things 
we don't like to do: (a) we have to think, (b) we have to 
do paper work, and (c) we have to do orderly procedures. 
3. Ability to solve difficult operating or technical problems 
has traditionally been considered, in many organizations, 
to be the trademark of the successful manager. 
Reddin (19) claimed that planning is not an addition to a manager's 
job. He further claimed that the only difficulty of planning is how to 
get managers to do it. Institutions, therefore, need an effective manage-
ment system for maximum results. 
The Job of Management and the Manager's Work 
The manager's job, according to Drucker (20), should be based on a 
task to be performed in order to attain the company's objectives. A 
manager's job exists because the task facing the enterprise demands its 
existence--and for no other reason. A manager's job has its own necessity; 
it must therefore have its own authority and responsibility. Such re-
sponsibility is a duty rather than a right, he pointed out. 
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Tasks which are too big for one man should be organized as team 
tasks. However the most important team task in any business is the man-
agement task, which in scope as well as in its requirements of skills, 
temperament and kinds of work exceeds any man's capacity. 
In the last analysis, Drucker (20) pointed out that the job of higher 
management is aimed at helping the firing-line managers do their jobs. 
A one word definition of this downward relationship may be called "assist-
ance." The ultimate test of management is performance. He claimed that 
management has to manage, and managing is not just passive, adaptive 
behavior; it means taking action to make the desired results come to pass. 
To manager, therefore, is to manage by objectives, he reiterated. 
The second function of management according to Drucker (20) is to 
make a productive enterprise out of human and material resources, and 
the third function of management is to manage workers and work. The 
fourth function of management, he pointed out, is time or consideration 
of the present and the long-range future. Setting objectives, organizing, 
motivating and communicating, measuring and developing people are formal, 
classifying categories. 
Barnard (21) expressed similar views of the functions of management. 
This writer considered three essential executive functions: 
1. To provide the system of communication; 
2. To promote the securing of essential efforts; and 
3. To formulate and define purpose. 
The need of a system of communication creates the first tasks of the 
organizer and is the immediate origin of executive organization, Barnard 
(20) claimed. The bringing of persons into cooperative relationship with 
the organization, and eliciting their services after such persons have 
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been brought into that relationship are two main divisions for securing 
of essential services from individuals. 
According to Barnard (20), to formulate and define the purposes, 
objectives, and ends of the organization is the third executive function. 
Purpose is defined more nearly by the aggregate of action .taken than by 
any formulation in words. 
Reddin (19) used the term managerial effectiveness. He defined effec-
tiveness as the extent to which a manager achieves the output requirements 
of his position. The concept of managerial effectiveness is the central 
issue in management. It is the manager's job to be effective. It is 
his only job, he emphasized. 
To Cribbin (14) the job of a manager is first to determine what is 
to be done and second to see that it is done. Over and beyond this, the 
manager's role is that of a change agent, introducing innovations that 
will enhance the performance and promote the improvement of his work 
groups, changes that would not occur in his absence. 
Morrisey (18) considered five functions like planning, organizing, 
staffing, directing, and controlling with some 20 different and distinct 
activities that make up management work. 
Gulick and Urwick as mentioned by Griffiths (22) used the word 
"POSDCORB" in 1937 to comprise administrative tasks of planning, organi.,.. 
zing, staffing, directing, coordinating, reporting and budgeting, but 
this was ridiculed by Simon in 1950 and that led to a change in the world 
of administrative theory. 
Management Styles 
Studies on scientific management started at the turn of the century, 
when Frederick W. Taylor (11) considered as the "father of scientific 
management" published his scientific management theories that revolu-
tionized the program planning process. The Taylorian "Principles of 
Scientific Management" censtitute the following (11, p, 21): 
Science, not rule ef thumb. 
Harmony, not discord. 
Co-operation not individualism. 
Maximum output, in place of restricted output. 
The development of each man to his greatest efficiency and 
prosperity. 
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As scientific management progressed in a rapid fashion, several manage-
ment styles were developed. 
One of the styles of management is management by deadline. Under 
this style of management, everything is put off until it has to be done, 
then you have to work like the devil to get it accomplished; slack it off 
until another deadline approaches, then work and get it accomplished, etc. 
According to Hopkins (23), the problem with management by deadline is 
that it leads to another style of management which is even worse. This 
is management by crisis. Management by crisis, according to Hopkins, is 
a style of management in which the individual spends very little time in 
planning, and the less time he has for planning, the more fires he has 
to put out; the more fires he has to put out, the less time for planning, 
so it perpetuates itself from a lack of planning into crisis after crisis 
after crisis. A third style ef management is management by exception. 
Management by exception is based on the Pareto principle (16). The Pareto 
principle states that the significant items in a given group normally 
constitute a relatively small portion of the total items in the group. 
Joseph Juran (16) author and lecturer on management, was mentioned by 
Mackenzie to have first used the terms "vital few" and "trivial many" in 
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in applying the Pareto principle to a great variety of managerial situ-
ations. 
The management by exception holds that only significant deviations 
of actual from planned performance should be reported to the responsible 
executive to conserve his time, energy, and ability (16). Hopkins pointed 
out that management by exception is not a bad style of management, and 
probably more closely represents the style of management that most people 
use today. Hopkins further stated (23, pp. 1-2): 
Under management by exception there is a trend line that the 
employee is expected to follow. As long as he stays on that 
trend line everything is fine, but not being quite sure exactly 
what he is supposed to be doing, many times he may deviate 
from that line. At the point that he deviates, the manager 
will step in and say, 'Hey, you're not supposed to be out doing 
that, please come back on the trend line.' The problem with 
this style is that a lot of time can be lost from the time the 
employee leaves the trend line until someone brings him back, 
if he ever. gets back on it. Another thing is that the employee 
is never quite sure just exactly what he is supposed to be 
doing, often resulting in loss of job. A negative feeling may 
be created because of the conflict in what the individual per-.· 
ceives that he is supposed to be doing and what the manager 
perceives that employee's function to be. 
Another management style is what Odiorne (24) reported as "manage-
ment by pressure." By the end of the Korean War, the cost-price squeeze 
was being felt by virtually all industries, Odiorne claimed. This re-
sulted in the development of a new style of management by pressure in 
which heavy pressure was exerted on the points where costs were getting 
out of line. This development brought about, in their turns, the hard 
line in labor relations, the expansion of industrial engineering depart-
ments, the improvement of systems and procedures, the introduction of 
computers to cut office and paper costs, and the rise of the more action-
oriented manager who could make "things happen." 
Another style of management which may be considered a comfortable 
one is called Management by Objectives (MBO). 
Leverenz et aL explained MBO this way (25, p. i): 
Management by Objectives is a systemwhich.allews an organiza-
tion to plan itsc0urse of action, to assist individuals with 
contributing te that course, and te determine progress toward 
mutually accepted goals. It provides a mechanism whereby an 
organization may concentrate its efforts upon a set of priori-
ties which have been mutually determined and breadly accepted. 
This system allews every individual in the organization regard-
less of level and responsibility to know what is expected of 
him, where he may look. for guidance and as.sistance, and who he 
is expected to coerdinate with his work. The system provides 
for the progress of the organization towards certain goals and 




An '.MEO System basically has three parts. They are plan, implement, 
and review (23). 
Management by Objectives Concepts 
The term, "Management by Objectives," first used by Peter Drucker in 
his Practice of Management (1954), has since become fairly well known (24). 
Drucker (20) claimed that objectives are needed in every area where 
performance and results directly and vitally affect the survival and 
prosperity of the business. 
Drucker further stated (20, pp. 135-136): 
What the business enterprise needs is a principle of management 
that will give full.scope to individual strength and responsi-
bility, and at the same time give common.direction of vision 
and effort, establish team work and.harmonize the goals of the 
individual with the common weal. The only principle that can 
do this is management by objectives and self-control •••. 
Management by objectives and self-control may legitimately be 
called a 'philosophy' of management. It rests on a concept of 
the job of management. It rests en an analysis of the specific 
needs of management.group and.the obstacles it faces. It rests 
on a concept of human action, human behavior and human motiva~ 
tion. Finally,.it applies to every manager, whatever his level. 
and function, .and.to any.business enterprise whether large or 
small. It insures performance by converting objective needs 
into personal goals. 
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Drucker (20) continued his discussion by saying that objectives of 
a managerial unit should always and exclusively consist of the performance 
and results it has to contribute to the success of the enterprise. They 
should always and exclusively focus upward. But the objectives of the 
manager who heads the unit include what he himself has to do to help his 
subordinate managers attain their objectives. The vision of a manager 
should always be upward--toward the enterprise as a whole. However, his 
responsibility runs downward as well--to the managers of his team. That 
his relationship toward them be clearly understood as duty rather than 
as supervision is perhaps the central requirement for organizing the 
manager's job effectively, Drucker concluded. 
Management by objectives tells a manager what he ought to do, Drucker 
(20) emphasized. The proper organization of his job enables hitu. to do it. 
But it is the spirit of the organization that determines whether he will 
do it. Altogether the test of good spirit is not that "people get along 
together," but it is performance, not conformance. Nothing destroys the 
spirit of an organization faster than focusing on people's weaknesses 
rather than on their strengths, building on disabilities rather than on 
abilities. The focus must be on strength, Drucker seemed to warn managers. 
To obtain balanced efforts, the objectives of all managers on all 
levels and in all areas should be keyed to both short-ranged and long-
ranged considerations, Drucker (20) pointed out. All the objectives 
should always contain both the tangible and intangible objectives for 
manager organization and development, worker performance and attitude, 
and public responsibility. Anything else is shortsighted and impractical. 
Proper management requires balanced stress on objectives, especially 
by top management. It rules out the common and pernicious business 
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practices: management by "crisis and drives," Drucker (20) emphasized. 
Management by drive, like management by "bellows and meat ax," is a 
sure sign of confusion, Drucker (20) stressed. It is an admission of in-
competence. The setting of objectives was discussed by.Drucker this way 
(20, pp. 128-129): 
By definition, a manager is responsible fer the.contribution 
that his component.makes to.the larger unit about him and 
eventually to .the .enterprise. His performance aims upward 
rather than downward •.. This means that the goals of each 
manager's job .. mus.t be defined. by the contribution :he has tEi> 
make to the success of the larger unit to which he is a 
part 
This requires .each .manager to develop and set the objectives 
of his unit himself. ..... Higher management must,. of course, re-
serve the power ... to app_rove or disapprove these objectives. 
But their development .. is part of a. manager's responsibility; 
indeed, it is.his .. first responsibility. It means, too, that 
every manager should responsibly participate in the develop-
ment of the obj.ectives of. the higher unit of which his is a 
part. To 'give .. him a sense of participation' • • • is not 
enough • • • •. There must be 'meeting of minds' within the 
entire management unit. 
''Mutual understanding can never be attained by 'communications down,' 
) ! 
can never be created by talking. It can result only from 'communications 
up,"' Drucker (20, p. 130) emphasized. It requires both the superior's 
willingness to listen and a tool especially designed to make lower mana-
gers heard. 
The advantages of management by objectives was pointed out by Drucker 
(20, pp. 130-131): 
The greatest advantage of management by objectives is perhaps 
that it makes it possible for a manager to control his own 
performance. Self~control means stronger motivation: a desire 
to do the best rather than just to get by. It means higher 
performance goals.and.broader vision ..... Indeed, one of 
the major contributions ef management by objectives is that 
it enables us to .substitute management by self-control for 
management by domination. 
But to make management by self-control a reality, continued Drucker 
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(20) requires more than acceptance of the concept as right and desirable. 
It requires.new tools and far-reaching changes in traditional thinking 
and practices, Drucker pointed out. To be able to control his own per-
formance, a manager needs to know more than what his goals are. He must 
be able to measure his performance against the goal, he stressed. 
Morality is necessary to produce the proper spirit in management, 
Drucker (20) pointed out. It can only be emphasized on strength, stress 
on integrity, and high standards of justice and conduct. But morality 
does not mean preachments, he continued. Morality, to have any meaning 
at all, must be a principle of action. It must be practices. The first 
requirement of management spirit, therefore, is self-motivation. 
Three powerful factors of misdirection were mentioned by Drucker 
(20, p. 122): 
1. In the specialized work of most managers; 
2. In the hierarchical structure of management; 
3. The difference in vision and work and the resultant in-
sulation of the various levels of management. 
Another advocate on the use of MBO is Douglas McGregor (26). In his 
book, The Human Side of Enterprise (1960), McGregor discussed two assump-
tions about human nature and human behavior called Theory X and Theory Y. 
Theory X, or the traditional view of direction and control involved 
the following (26, pp. 33-34): 
1. The average human being has an inherent dislike of work and 
will avoid it if he can. 
2. Because of this human characteristics of dislike for work, 
most people must be coerced, controlled, directed, threatened 
with punishment to get them to put forth adequate effort 
toward the achievement of organizational objectives. 
3. The average human being prefers to be directed, wishes to 
avoid responsibility, has relatively little ambition, wants 
security above all. 
Theory Y, the integration of individual and organizational goals 
encompasses the following (26, pp. 45-48):. 
1. The· expenditure. of physical and mental effort in work is 
as natural as play or rest. The average human being does 
not inherently dislike work. Depending upen controllable 
conditions, wa.rk may be a source .of satisfaction (and will 
be voluntarily. performed). or a so.urce of. punishment (and . 
will be avoided if possible). 
2. Extelt'llal control and the threat of .punishment are not.the 
only means fei; .. b.ringing about effort. towar.d ... organizational. 
objectives. -. Man ... wil.l. exerCise .self..,.,direction. and self.., 
control in the.service of objectives to which he is com-
mitted. 
3. Cemmitment to .. ebjectives is a function of the rewards asso-
ciated with their achievement. The most significant of 
such rewards, .. e.g •. , . the satisfact,ion. of. .ege and self-
actualization needs, can be direct.products of effort 
directed toward organizational objectives. 
4. The average human being learns, under proper conditions, 
not only to .accept .hut to.seek responsibility. Avoidance 
of responsibility, lack of ambition, and emphasis on secu-
rity are generally consequences .of.experience, not inherent 
human characteristics. 
5. The capacity to .exercise a relatively high degree of imagi-
nation, ingenuity,. and creativity in. the -!ilolution of. organi.,. 
zational problems .. is .widely, not narrowly, distributed ln 
the population. 
6. Under the conditions of modern industrial life, the intel-
lectual potentialities of the average human being are only 
partially utilized. 
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These assumptions, according to McGregor (26), involve sharply dif-
ferent implications for managerial strategy than do those of Theory X. 
They are dynamic rather than static: they indicate the possibility of 
human growth and development; they stress the necessity for selective 
adaptation rather than for a single absolute form of control, McGregor 
remarked. 
Theory X offers management an easy rationalization for ineffective 
organizational performance. It is due to the nature of the human resources 
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with which we must work, he stated. Whereas Theory Y places the problems 
squarely in the lap of management. If employees are lazy, indifferent, 
unwilling to take responsibility, intransigent, uncreative, uncooperative, 
Theory Y implies that the causes lie in management's methods of organiza-
tion and control (26). The central principle which derives from Theory 
Y is that of integration: the creation of conditions such that the mem-
bers of the organization can achieve their goals best by directing their 
efforts toward the success of the enterprise (26). 
Theory Y assumes that people will exercise self-direction and self-
control in the achievement of organizational objectives to the degree that 
they are committed to those objectives (26). 
The application of Theory Y as a managerial strategy was illustrated 
by McGregor (26). Its purpose, he claimed, is to encourage integration, 
to create a situation in which subordinate can achieve his own goals best 
by directing his efforts toward the objectives of the enterprise. It is 
a deliberate attempt to link improvement in managerial competence with 
the satisfaction of higher level ego and self-actualization needs. It 
is thus a special and not at all a typical case of the convention con-
ception of management by objectives. 
Conceptually, the strategy described by McGregor includes four steps 
or phases (26, p. 62): 
1. The clarification of the broad requirements of the 
j~; 
2. The establishment of specific 'targets' for a limited 
time period; 
3. The management process during the target period; 
4. Appraisal of the results. 
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The McGregor (26) version which he considered as a special type 
rather than a convention conception of management by objectives seemed 
to follow this sequence*: (1) listing of a manager's major job responsi-
bility, (2) agreement with his superior on the manager's major job re-
sponsibilities, (3) establishment by the manager specific short-term 
performance objectives or targets, (4) agreement with his superior on the 
manager's performance objectives or targets, (5) establishment by the 
manager specific plans for achieving the short-term performance objectives 
or targets, (6) self-appraisal by the manager's performance after a short 
period of time, such as six months, (7) the self-appraisal would then be 
discussed with his superior, and (8) a new short-term performance objec-
tives or targets would be established by the manager. 
The role of the superior in the above discussion is that of a helper 
or consultant to the fullest extent possible, rather than that of a boss 
(26). 
McGregor (26) claimed that the important theoretical consideration, 
derived from Theory Y, is that the acceptance of responsibility is car-
related with commitment to objectives. Genuine commitment is seldom 
achieved when objectives are externally imposed. Passive acceptance is 
the most that can be expected; indifference or resistance are the more 
likely consequences. Some degree of mutual involvement in the determina-
tion of objectives is a necessary aspect of managerial planning based 
on Theory Y. 
Performance appraisal is part of the management by objectives. It 
* For further information see Douglas McGregor, The Human Side of En-
terprise, (New York, 1960), pp. 61-76. 
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is often perceived simply as a technique of personal administration, but 
where it is used for administrative purposes, it becomes part of a mana-
gerial strategy (26). Appraisal programs are designed not only to pro-
vide more systematic control of the behavior of subordinates, but also 
to control the behavior of superiors (26). 
It appeared, therefore, that McGregor directed his attention to 
MBO based on his Theory Y more as a performance appraisal technique, in 
contrast with Drucker who seemed to emphasize integrating the activities 
and balancing the objectives of the organization. 
Another advocate of the management by objectives is Odiorne (24). 
In brief, Odiorne described the system of management by objectives as a 
process whereby the superior and subordinate managers of an organization 
jointly identify its common goals, define each individual's major areas 
of responsibility in terms of results expected of him, and use these 
measures as guides for operating the unit and assessing the contribution 
of each of its members. According to Odiorne, the system of management 
by objectives goes beyond being a set of rules, series of procedures, or 
even a set method of managing. It is also a particular way of thinking 
about management. Odiorne's definition suggests a joint determination 
of goals by superior and subordinate and defines their areas of responsi-
bilities and compare actual results to their expected results. Some 
five years later, Odiorne offered another definition of MBO as "a system 
in which the first step is the clarification of corporate objectives and 
the breaking down of all subordinate activity into logical sub-divisions 
that contribute to the major objectives" (27, p. 97). 
Several writers whose concepts of management by objectives may be 
considered second generation MBO are Humble, Olsson, Mali, Levinson, 
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Reddin, Mcconkey, Mold, Morrisey, Leverenz et al., Knezevich, etc. 
These writers have their own versions of MBO. In general, however, their 
versions have more similarities than differences. 
For instance, Humble (28) viewed MBO as a system that integrates the 
company's goals of profit and growth with the manager's needs to contri-
bute and develop himself personally. He also considered MBO as a "learn-
ing together" process. 
Olssom (29) considered MBO as a method that provides for leadership 
and motivation, and it is the basis for review. It is an effective method 
of manager development, and it simplifies and streamlines the manager's 
work so that they are recognizable for management action. 
Mali (30) considered MBO as a strategy of planning and getting in 
the direction that management wishes and needs to take while meeting the 
goals and satisfaction of its participants. Mali considered objectives, 
time, strategy, total management, and individual motivations as the four 
basic ingredients to the MBO concept. 
Levinson (31) claimed that the MBO process, in its essence, is an 
effort to be fair and reasonable, to predict performance and judge it more 
carefully, and presumably to provide individuals with an opportunity to 
be self-motivating by setting their own objectives. 
Reddin (19) considered MBO a powerful management tool and may even 
be considered a method of managing. He claimed that without MBO he could 
not measure managerial effectiveness, let alone organizational effective-
ness. He defined managerial effectiveness as the extent to which a mana-
ger achieves the output requirements of his position. He identified the 
major common elements of a MBO system as follows (19, p. 13): 
Objectives established for positions 
Use of joint objective setting 
Linking of objectives 
Emphasis on measurement and control 
Establishment of review and recycle system 
High Superior involvement 
High staff support in early stages 
To Reddin, duties constrain managers; objectives liberate them. 
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McConkey (32) in defining Management by Results mentioned what some 
of the previous writers had indicated as elements of MBO. He mentioned 
specific targets for each manager to be achieved in a given time frame, 
and measuring actual results achieved against the original goals each 
manager knows he is responsible for achieving. His emphasis is results. 
Managers must be results-oriented, he remarked. Mcconkey considers Man-
agement by Results not only as a way of corporate life but also as one 
that contributes to professionalism. 
Results were likewise emphasized by Drucker (33, p. 69): "No matter 
how cheap or efficient an effort, it is waste, rather than cost, if it is 
devoid of results. And if it was incapable of results all along, it was 
unjustifiable waste from the beginning." 
Mold (34) claimed that the traditional view of organization is one 
that is a stable, nonchanging, all-wise instrument not subject to failure, 
change, or challenge of mere mortals; whereas, the view of the MBO-
oriented manager is quite different. He viewed organization as a "tool, 
device, instrument, or mechanism invented by people to get work done." 
Mold also viewed MBO as a communication system. 
Morrisey (18) used the term Management by Objectives and Results 
(MOR). He described MOR in this manner (18, p. iii): 
MOR is a logical, straightforward approach to management. It 
is deceptively simple in its train of logic • • • it requires 
many managers to radically change their managerial styles and 
to perform activities that they may find less interesting and 
enjoyable than those they are accustomed to performing. 
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Stated simply, MOR involves a clear and precise identification of objec-
tives or desired results, the establishment of a realistic program for 
their achievement, and an evaluation of performance in terms of measured 
results in attaining them. 
To Leverenz et al. (25), Management by Objectives is a system which 
enables an organization to plan in advance what the organization desires 
to accomplish within a specific period of time. In addition, it is a 
system whereby managers assist subordinates in planning their work, meet-
ing their objectives, and reviewing their performance so that they may 
achieve optimum job results, and in so doing, assist in the accomplish-
ment of the overall goals and objectives of the organization. 
The phrase "Management by Objectives" was dissected by Hopkins (23) 
in his attempt to look at what management is. He stated that man relates 
to people; age relates to time; and ment relates to results. ~means 
by or through. Object means to fence in, and ives relates to several. 
The basic ideas of a Management by Objective System according to him are 
these: (1) the better you understand what it is you are trying to accom-
plish, the greater your chances of accomplishing it; (2) progress can 
only be measured in terms of what one is trying to make progress toward. 
An MBO System basically has three parts. They are plan, implement, and 
review. And since a lot of time is allocated to planning, MBO is front-
end loaded; a large quantity of time is spent planning in the beginning 
but levels off as a plan is put into operation, Hopkins concluded. 
Versions of MBO go under a variety of names. However, the most 
widely used are these (19, p. 11): 
Management by Results 
Goals Management 
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Carroll and Tosi (35) offered a similar statement and they stated 
that organizations that have implemented the MBO approach refer to their 
programs variously as "management by results," "goals management," "work 
planning and review," "goals and controls," and so on. However, all 
these programs are similar, despite the differences in terminology, they 
concluded. 
Planning, Programming, Budgeting System 
Knezevich (36) offered a lengthy discussion of Planning, Programming, 
Budgeting System (PPBS) and its relationship to management by objectives 
and accountability. He claimed PPBS is a means, not an end. Its imple-
mentation enhances an administrator's capacity to make more prudent re-
source allocation decisions. Program budgeting may be perceived as 
"budgeting by objectives," that is, a system of classifying anticipated 
expenditures around a set of objectives (or related programs for the 
achievement of objectives). Some increase the importance attached to 
objectives and declare that all managerial activities in organizations 
operating in the PPBS mode are governed by objectives. To fulfill these 
demands means implementing what is called the "management by objectives" 
approach, frequently identified by the acronym MBO. 
Various conceptualizations of MBO were discussed by Knezevich (36). 
The relationship between MBO and PPBS, he pointed out, will be determined 
in large part by how MBO is conceptualized. Knezevich claimed that all 
writers agree that MBO means management by objectives, but after that is 
37 
said, agreements are few and far between. Many interpretations are 
attached to this seemingly simple concept. Knezevich continued his dis-
cussion on clarification of objectives with emphasis on results of work 
rather than its -/elated activity under the term "management by results." 
He claimed that Drucker and McGregor sought,ways to measure managerial 
performance, rather than objectives per se. 
Two basically different interpretations of the substance of MBO were 
mentioned by Knezevich (36). One may be identified as being "human re-
lations oriented," the original and narrower of the two with at least 
four subsets and the other "systems management oriented." The first sub-
set within the broad human relations classification presents MBO as being 
in reality a "results-oriented management personnel appraisal," which 
according to Knezevich, is considered by Odiorne as staff .evaluation 
where stated goals replaced personality traits as appraisal criteria. 
The second subset is the view of MBO as a way to motivate personnel to 
increase productive capabilities making it a leadership style that devel-
ops self-directed personnel. The third viewpoint of MBO stresses more 
broadly conceived management training programs, and the fourth subset 
gets close to what others call "sensitivity training," an effort to gain 
a deeper understanding of human behavior and values. 
The word management in MBO applies to the total organization, not 
simply its personnel, in the systems-oriented conceptualization. It is 
this interpretation of MBO that brings it into harmony with PPBS, Kneze-
vich claimed (36). 
The relationship of MBO with accountability was explained by Kneze-
vich (36, pp. 56-57): 
MBO may be perceived as a management system that endeavors to 
stimulate change and improvement in an organization by focus-
ing on desirable results. In other words, it is not simply 
the identification of objectives but the generation of a 
particular set of objectives that will bring about movement 
from existing levels of productivity to higher levels. In 
a sense, it becomes a kind of accountability technique for 
holding persons responsible for results. 
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Accountability is defined by Knezevich (36) as a system of operation 
based on determination of desirable and measurable outcomes and the 
assignment of responsibility for achievement of such objectives to members 
of the organization. It implies a set of procedures to ascertain whether 
assigned responsibilities or objectives have been satisfied. 
According to Knezevich (36), in an operational accountability system 
every person or group in the organization is answerable or.responsible 
to some degree to another person or position for some thing or objective. 
This is expressed in terms of performance levels, results, or achieve-
ments and should be realized within certain constraints such as a specific 
time period or stated financial limits. In essence, the system specifies 
who is answerable to whom and for what and, therefore, is a goal-
referenced term. 
In another book by Knezevich (37), he used "management by objectives 
and results (MBO/R)" as this (37, p. 5): 
one side of education-by-objectives (EBO/R) and is system 
of operation that enables the organization and its personnel 
to identify, move toward, and lock onto objectives as well 
as to manage more effectively the desired results. 
It should help administrators differentiate between movement and progress, 
and in the process enable them to establish clearly the goals toward 
which the school wants to move and their progress toward these goals. 
The "R" for results was a latter addition to MBO, to focus the effects 
of administration on results and to minimize the possibility of stopping 
after identification of objectives. 
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Research Foundations of M:BO 
Research foundations of M:BO to date, according to Carroll and Tosi 
(35) has tended to deal with only a few aspects of the M:BO approach: 
the setting of goals, feedback or knowledge of results, and subordinate 
participation in decision making. 
According to Carroll and Tosi (35), most of the early research in 
the area of goal setting consisted of level-of-aspiration studies, which 
described the discrepancy between a previous level of performance and the 
subject's new proposed level of performance (level of aspiration) as a 
function of previous success and failure. 
Citing several studies, Carroll and Tosi (35) continued their dis-
cussion indicating that one of the most significant findings in this area 
is that subjects initially tend to set performance goals at higher levels 
than previous levels and then tend to keep them higher. Thus, most goals 
established by subjects are progressive ones, generally requiring higher 
levels of performance. However, if the subjects are unsuccessful in 
achieving goals, the level of aspiration in the following periods is not 
as high as when the subjects are successful. The degree to which new 
goals are higher depends upon the degree of success attained in achieving 
previous goals. Fryer was cited to have found that forcing subjects to 
set goals increases the level of performance most when the task was diffi-
culto In addition, he also found that the process of goal setting had a 
larger effect on performance than did a knowledge of results. 
A series of 12 studies conducted by Locke and Bryan on the effects 
that goals have on behavior was also cited by Carroll and Tosi (35) as 
having found that the higher the intended level of achievement, the higher 
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the level of performance. However, the study made by Stedry and Kay as 
cited by Carroll and Tosi (35) found that when superiors considered very 
difficult goals impossible instead of challenging, their performance 
decreased significantly. In six out of eight studies, Locke and Bryan 
were mentioned to have.found that specific goals resulted in significantly 
higher levels of performance than when subjects were merely told to do 
their best. Locke also found that with boring tasks, setting goals in-
creased interest. The studies of Fryer, Locke, and Bryan cited by Car-
roll and Tosi (35) also found that goal setting itself increases perfor-
mance more than does feedback alone. That is, it is the goal originally 
established that produces most of the "motivational force" in the situa-
tion rather than the provision of feedback to the subject as to how well 
he is doing. However, they did find that feedback, when given in rela-
tion to standards or exceptions, does influence the goal level chosen and 
therefore subsequent performances. 
The time allowed on a task also influences its difficulty, Carroll 
and Tosi (35) claimed. They cited the two studies of Bryan and Locke 
as having found that subjects who were given more time to do a task took 
more time and set easier goals than subjects given the minimum amount of 
time necessary for goal success, according to their abilities. Locke 
and others were also mentioned to have conducted studies that indicate 
that performance dissatisfaction depends on the relationship of actual 
performance to one's performance goals. In addition, their research and 
other research cited by them have indicated that goals and intentions are 
the primary motivational determinants of task performance and that exter-
nal incentives influence behavior through their effects on goals and in-
tentions. The research on goal setting indicates that the degree of task 
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performance does depend on whether goals are established, and based upon 
this finding, MBO programs should improve performance whenever there is 
goal acceptance. 
The level of performance will, of course, depend on whether goals 
are at the appropriate level of difficulty for the individual, whether 
proper time limits are set, and whether goals are specific or not. 
Specific goals enable the individual to calculate the probability of 
success more easily than vague goals. The research also indicates that 
harder goals increased performance consistently even when the possibility 
of goal attainment diminished, provided the subjects accepted the diffi-
cult performance levels established by others. When individuals estab-
lished low level goals and did not accept harder goals imposed by others, 
their performance in return was obviously low (35). 
A review of several studies on feedback or knowledge of results was 
summarized by Carroll and Tosi (35, pp. 6-7): 
Feedback by itself is only conditionally likely to im-
prove performance and is probably true in most situations. 
However, it is possible that an individual may wish to avoid 
receiving unfavorable feedback from a superior, even in the 
absence of a clear performance goal, simply because it is an 
unpleasant situation • • • • In an MBO program the feedback 
would always be.in relation to a specific goal and therefore 
could be expected to contribute to performance, given that 
the subordinate has accepted the performance goal • . . • 
Feedback will be more helpful to the extent that it is timely, 
specific, and task relevant o • • • In addition • • . feed-
back can affect attitudes • • • • If feedback is provided 
by the superior, it may communicate interest in the subordi-
nate' s project or in the subordinate himself. If the feedback 
is given in a disagreeable manner, it may create resentment 
and hostility and perhaps contribute to reduced performance. 
The research on participation, or the influence that an individual 
has on decisions that affect him, and research on productivity has pro-
duced conflicting results. Some studies according to Carrol and Tosi (35) 
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find positive relationship; whereas, others find none at all. However, 
there are no studies that suggest that participation will decrease per-
formance. It may be that the key intervening variable is legitimate 
participation, they claimed. 
Another reason cited as having to do with the conflicting results 
are studies showing that a positive relationship between participation 
and performance involved the actual establishment of goals by subordi-
nates; thus, the improvements in performance could be the result of goal 
setting itself rather than of participation (35). 
Participation is usually related to higher levels of job satisfac-
tion. It may have benefits other than performance, such as favorably 
affecting turnover and absenteeism, in gaining the subordinate's accep-
tance of decision, and it may lead to improved understanding between 
superiors and subordinates. More participation leads to more discussion, 
which may in turn lead to better problem identification (35). 
Studies on Actual MBO Programs 
Only a few studies have been carried out on MBO programs in organi-
zations (35). The studies of Meyer, Kay, and French conducted at the 
General Electric Company involved alternative methods of performing the 
appraisal interview and the effects of a new MBO program adopted by some 
managers in the company. Other studies by the three authors were men-
tioned by Carroll and Tosi as one of the studies on actual MBO programs. 
The first research study was carried out after the organization had 
split the traditional company appraisal interview into two different 
sessions - the first focused on appraising past performance and taking 
some action with respect to the individual's salary; and the second 
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interview, two weeks later, focused on performance improvement. For the 
second interview, half of the appraisees were asked to prepare for dis-
cussion a set of goals for improving job performance, and the superiors 
of these appraisees were instructed to allow the latter to exert as much 
influence as possible on the formulation of the final list of job goals. 
The other half of the appraisees discussed with their superiors a list 
of job goals developed by the boss, and over whose final form the super-
ior exerted more influence than the subordinate. The findings from this 
study are summarized as follows (35, p. 9): 
1. Greater amounts of criticism and the high threat thus 
created were associated with more defensive behavior on 
the part of the appraisees and with lower subsequent per-
formance for those appraisees lower in self-esteem. 
2. Appraisees who had more influence in setting goals had 
more favorable attitudes and achieved a higher percentage 
of their improvement goals than those with less influence 
in setting goals •. However, appraisees who had been tra-
ditionally accustomed to low participation in their rela-
tionship with their superior did not perform better under 
high participation in goal-setting conditions. 
3. Goal setting itself was more important than subordinate 
participation in its effects on improved performance. 
About 65 percent of the identified performance deficien-
cies that were translated into specific work goals re-
sulted in improvements, whereas only 27 percent of the 
identified performance deficiencies that were not trans-
lated into specific goals were improved. 
Carroll and Tosi (35) also cited the study of Ivancevich, Donnelly, 
and Lyon regarding the impact of the introduction of an MBO program in 
two companies. According to Carroll and Tosi, these researchers admin-
istered a questionnaire measuring the degree of satisfaction of certain 
needs, such as self-actualization, autonomy, esteem, social needs, and 
security--both before and after MBO had been introduced. The MBO program 
was introduced by the personnel department in one organization and in the 
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other by top level managers. The result was more improvement in need-
satisfaction scores in the organization in which top level managers were 
actively involved in the implementation program, and the most improvement 
in need satisfaction was among their subordinates in middle management. 
There appeared to be greater satisfaction in security needs than in the 
other need categories. In this organization there were also more reviews 
of performance during the year. 
Interviews were also mentioned by Carroll and Tosi (35) to have been 
used in the study to identify managerial perceptions of the primary prob-
lems associated with the new MBO program. In one organization the lower 
level managers indicated that they were not actually involved in the MBO 
program; whereas, in the other organization the lower level managers 
complained most frenquently about the amount of paper work required by the 
program and about the difficulty of setting goals for their jobs. 
The study of Raia, who examined the impact of a program called "Goals 
and Controls," a variant of MBO, was also cited by Carroll and Tosi (35) 
as one of the early studies on actual MBO programs. 
In this study, Raia analyzed production records, conducted inter-
views, and administered questionnaires from 112 managers after a goal-
setting program was instituted. By the end of the first year of Goals 
and Controls, productivity had increased, managers were more aware of 
the firm's goals, and specific goals had been set in more areas than had 
been the previous experience. Prior to the program, productivity was 
decreasing at the rate of 0.4 percent per month. After the program was 
instituted, the trend reversed and was increasing at 0.3 percent per 
month. 
According to Carroll and Tosi, Raia concluded this (35, p. 11): 
A contribution of the program in the area of performance apprai-
sal has been quite significant. There was unanimous agreement 
among the line managers in the department, particularly plant 
managers, [thatJ the Goals and Controls had simplified the 
evaluation of the individuals performance. The statement by 
the manager who, while being interviewed, remarked that he was 
now judged by his .performance and not. 'by the way I comb my 
hair,' is quite meaningful. 
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The "English Case Studies" and a "Hospital Study" were other studies 
mentioned by Carroll and Tosi (35) as studies on actual MBO programs. 
MBO in the State of Oklahoma 
MBO came into focus in the State of Oklahoma.in 1973. Dr. William 
W. Stevenson, Assistant Director of the Oklahoma State Department of Vo-
cational and Technical Education, has this to say about MBO (25, p. i): 
The Oklahoma experience, while not without problems, has proved 
Management by Objectives to be an effective management system 
for the State Department of Vocational and Technical Education. 
The system was pre~tested for one year in the Division of Re-
search, Planning and Evaluation and has now been installed in 
the entire Department. 
As a result of legislative resolution, the State Department of Edu-
cation was charged with the development of an "accountability" program 
for all public schools in Oklahoma (38). 
The Oklahoma Legislative Resolution 1027, a measure on accountability 
states in part that (39): 
WHEREAS, every individual has educational needs which are unique, 
and 
WHEREAS, every school has its own special needs and character-
istics based upon its student body and community; and 
WHEREAS, financial resources of any community, state, and nation 
are limited and must .. be allocated on a priority basis, and edu-
cational programs .must be designed to obtain optimum economic 
efficiency; and 
WHEREAS, the educational system should be developed by making 
choices among alternatives in the face of limited resources; and 
WHEREAS, the system for education at all levels should be re-
sponsible to the needs of the society of which the school is 
a part; and 
WHEREAS, the system cannot ignore the future as though the 
future is to be the same as today; and 
WHEREAS, the system for education should be accountable (italics 
by FGV) for the use.made.of.resources allocated to it by the 
public; and ..•. 
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The management by objectives system, in view of the Legislative Reso-
lution 1027, is now utilized as a tool for accountability in education 
by many schools. 
Limitations of MBO 
One of the most important factors that will determine the success or 
failure of management by objectives is the organizational commitment, or 
non-commitment, as evidenced by the top executive officer's personal com-
mitment and enthusiasm. The reason behind this is obvious. It is the 
head of the institution that can institutionalize, legitimize, or sanction 
any program, activity, or innovations that may be undertaken within his 
institution. 
Odiorne (24), Reddin (19) suggest starting MBO at the top. Humble 
(28) indicated that management by objectives must involved all the execu-
tive managers of a company in a very direct way. 
Some of the major problems and difficulties encountered in implement-
ing a management by objectives system are (25, p. 57): 
lo Lack of commitment by the top administration to support the 
system. 
2. Lack of adequate data base from which to develop the organi-
zational goals and objectives. 
3. Lack of understanding by the participants to grasp the 
ability to write organizational goals and objectives and 
personal job functions and performance objectives. 
4. Lack of flexibility when implementing the system. 
5. Lack of personnel to implement the system and give indi-
vidual instruction to those participants who need and 
desire it. 
6, Lack of time to implement the system. 
7. Lack of accountability or failure to follow up and peri-
odically evaluate accomplishments of the objectives. 
Carroll and Tosi (35) indicated that individuals may not be fully 
receptive to a formal MBO program. 
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Some of the managerial resistance to a formal implementation of MBO 
prgrams may be due to (35, pp. 49-52): 
TIME EXPENDITURES. 'I've always managed this way. Why do I 
have to spend time in training? Why do I.need to.write these 
goals? My people know what is expected.' Comments such as 
these indicate that some managers feel that the determination of 
objectives takes an unreasonable amount of time. There is 
little question that the development and statement of objectives 
and subsequent programs of action will take a great.deal of a 
manager's effort and time. When a .. formal MBO program is used, 
the manager must communicate the goals and objectives of the 
organization. These must be developed and prepared in such a 
way that they can be clearly stated to his subordinates, as 
well as to his superiors. This means that a manager will be 
forced to spend time, which may be in very short supply for him, 
to prepare his objectives and.to assist his subordinates in 
preparing their objectives in such a way as to facilitate com-
munication. 
SUBORDINATE DEFICIENCIES. Another problem is that some managers 
may not believe.their subordinates capable.of using MBO because 
they lack the adequate .. decisiondiscretion necessary.to partici-
pate effectively.in.MEO or are not competent enough to make the 
proper decisions. However, what is more likely to be the case 
is that managers.who resist MBO are either underestimating the 
competence of their subordinates or rationalizing their own 
unwillingness to allow additional subordinate involvement and 
participation. 
EROSION OF AUTHORITY .. Because.of subordinate participation in 
setting objectives, a superior may feel that he is losing some 
control, that his authority is being eroded. This concern 
probably arises from a lack of understanding of the relation 
ship among participation, discretion, and decision parameters 
LACK OF PLANNING ABILITY. - MBO forces managers, especially at 
the top levels, to look ahead to the future. In two organiza-
tions studied, .. the authors fotm.d a.great.deal of reluctance 
on the part of.certain.high..,.level.but very.disorganized managers 
to look ahead.and.establish specific objectives for their or-
ganizational units. As MBO forces an analysis of the future, 
managers who are reluctant to do this may resist MBO. 
STATUS OF THE GROUP .. PROPOSING. THE PROGRAM.. • •.•. Initiators. of. 
any new program who are perceived by.others to.be of low status, 
low competence,.untrustworthy,.or.who.are.disliked because of 
past behavior.will.have difficulty in.gaining acceptance for 
their suggested programs. 
DISLIKE OF THE PERFORMANCE REVIEW REQUIREMENTS. When MBO is 
implemented, the .. intended review and feedback.may .not. take place 
as needed or required •. Many managers make the mistaken assump-
tion that when ... they. interact.with. their -- subordinates, -- the -sub-
ordinates receive.feedback about their performance. Such is not 
the ca~e. When goals are set in MBO, they represent a state-
ment of the superior's expectation of the subordinate's work. 
and provide the.subordinate the guidelines delineating his 
responsibilities.and activities. Having these stated in "objec-
tive form" leads.an individual to expect some feedback. When 
performance feedback is not forthcoming,.particularly.with 
respect to goals set,.he.may be somewhat upset, frustrated, 
and concerned with.how he is being evaluated. Therefore, if 
MBO does create.an.expectancy for feedback, we must ensure 
that it occurs and that.the subordinate.perceives it as feed-
back. Some managers dislike-the face-to-face discussion of 
performance.with their subordinates. 
PAPER-WORI< PROBLEMS. • • • Goals and evaluations should be 
documented, which means additional forms. Becoming bogged 
down in paper.work.does reduce time for other managerial 
activities. However,it is-possible that the paper-work 
syndrome is simply. the_ easiest rationalization for failing 
to use MBO. Further.more, it has been our experience that 
this is only an.initial response. Later, managers are more 
willing to use the MBO system and prepare a goal statement, 
if the program is implemented with the true support and assist-
ance of top management. 
Reddin (19) offered some cautions in implementing an MBO program. 
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He claimed that a common failure in MBO implementations is an attempt to 
do too much too soon. The rate of change should also be considered, he 
claimed. 
The weaknesses and shortcomings in managing by objectives, some of 
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which are found in the system itself, or due to shortcomings in applying 
it, were also discussed by Koontz and O'Donnell as embracing the follow-
ing areas (12, pp. 87-89): 
Failure to teach the philosophy, 
Failure to give goal setters guidelines 
Goals are difficult to set, 
Tendency of goals to be short run, 
The dangers of inflexibility, 
Other dangers such.as overuse of quantitative goals in areas 
where they are not applicable. 
Other pitfalls of the MBO system were also pointed out by Humble as 
having to do with these areas (28, pp. 22-29): 
During the review process: Appraisers are reluctant to appraise. 
Interviewers are even more reluctant to interview. The follow..,.. 
up is inadequate •. Reports carry little or.no weight when trans-
fer, promotion, or training is considered • 
• • • To assume.that.all managers are endowed.with the required 
level of persoual.skills.in coaching.and counseling ••• is 
likely to lead to disappointment. 
[When] additional controls are added .without the comp.any giving 
itself the discipline of.removing.a.number.of existing ones. 
Thus there is .. extra confusion and a proliferation of paper 
work. 
Maintaining momentum. 
[Because] MBO is a two-sided system . .,., one side technical, the 
other human •.•.• concentrating on performance: goals or pro..,.. 
duction levels and forgetting about the delegation of authority, 
the dialogue, and the.individual's development is the surest 
way to fall headlong into the pit. 
Another pitfall management falls into is thinking that MBO programs 
will take care of themselves, Humble claimed. 
Another strong criticism against MBO was raised by Levinson (13). 
In his article, he criticized the current practice of management by 
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objectives by management executives because of their failure to include 
the human point as part of the overall organizational objectives and the 
cost involved as a result of this dilemma. Levinson stressed his point 
(31, p. 129): 
If a man's most powerful driving force is comprised of his needs, 
wishes, and personal aspirations, combined with the compelling 
wish to look good in his own eyes for meeting those deeply held 
personal goa1s,.thenmanagement by objectives should begin with 
his objectives. 
Parker et al. (40) also mentioned the weak point of scientific man-
agement. He stated that the weak point of scientific management was the 
assumption that men always work harder and produce more for increased 
pay--the concept that workers are pure "economic men," what they do being 
determined solely by money and material gain. Such theories tend to 
neglect other human desires that are often of more concern to workers 
than high pay. Desire for security, conformity of group standards, the 
pride of personal integrity, acceptance of others--these are all impor-
tant influences on a worker's behavior. 
Other limitations deal with quantification of goals, Koontz and 
O'Donnell (12) pointed out that many goals cannot be quantified. More-
over, they claimed that there are many worthwhile goals that are not 
quantitative; and the higher one goes in the management structure, the 
more objectives are likely to be qualitative. The difficulty of measur-
ing qualitative goals was further emphasized by these writers. They 
indicated that qualitative goals can, for the most part, be made verifi-
able, although admittedly not with the complete degree of accuracy possi-
ble in quantitatively stated objectives, 
Drucker (33) issued a similar statement to this effect. He said 
that quality is almost meaningless in respect to knowledge-people. Their 
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quality is far more important, 
Another problem of MBO which may prove relevant is what Reddin (19) 
described as within the bounds of managerial effectiveness. Reddin 
claimed that before a manager can operate with full effectiveness, he 
must have a willingness to work to achieve his objectives which may mean 
preparedness to change his behavior. The greatest factor in any change 
is the human factor, he claimed. 
To effect a change is not an easy task. People may not resist change, 
but they resist being changed. 
Life is a constant process of relating. It is imbued with changes. 
Consider some of these statements. 
"There is nothing permanent except change," says Heraclitus (41). 
"There is nothing more difficult to take in hand, more perilous to con-
duct, or more uncertain in its success, than to take the lead in the 
introduction of a new order of things," says Nicolo Machiavelli, (41); 
"it is one of the few constants in our society," says Beal (15); "it is 
the order of the day and we must face it as a basic fact of life," says 
Deyoe (42). 
The types of changes may be in terms of modernization, transforma-
tion or adaptation; or in another approach, in terms of structure, tech~ 
nology, behavior or assumptions and values (41). On the other hand, the 
changes brought about in the process of education may be classified as: 
change in the knowledge of the things we know, change in the skills or 
the things we do, and change in the attitudes or the things we feel (43). 
Advantages of MBO 
In the preceding discussions on the disadvantages or limitations of 
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MBO, some of the advantages or benefits that may be derived by implement-
ing the system were partly discussed. 
Reddin (19) emphasized that MBO is the only system he knew that 
could measure managerial and organizational effectiveness. Koontz and 
O'Donnell (12) said of MBO that only in recent years have a significant 
number of those responsible for managing our various enterprises come 
to realize the simple truth that if objectives are to be actionable, they 
must be clear and verifiable to those who pursue them. 
Mcconkey (32) viewed MBO as having to contribute to professionalism, 
while many writers consider it as a results-oriented style of management, 
with a built-in accountability system. 
The increasing popularity of MBO in the State of Oklahoma requires 
Dr. Charles O. Hopkins, one of the authors of M/BE/OH! to render a minimum 
of 250 lectures or seminars a year on management by objectives. The 
benefits of MBO he pointed out are these (44, pp. 17-18): 
1. MBO is a way of coordinating and.giving directions ~o over-
all organizational activity. 
2. MBO is a way of planning, organizing, and controlling work 
for an individual manager in his own department or func-
tion. 
3. MBO is a way of insuring maximum utilization of individual 
talents and strengths. 
4. MBO is a means to achieve maximum levels of achievement for 
individuals, departments, and the total organization. 
5. MBO relates to a more effective performance evaluation and 
appraisal. 
6. MBO is a system for better and more equitable salary ad-
ministration. 
7. MBO is a basis for coaching and developing subordinates. 
8. MBO is a system for insuring continued analysis, improve-
ment and growth. 
9. MBO is an approach to releasing the motivational potential 
in people. 
10. MBO is a fair way to accountability. 
11. MBO is simple. 
12. MBO is more formal. 
MBO could also be successfully utilized in local government (45). 
Other benefits of MBO were mentioned by Reddin (19, pp. 105-201): 
1. Subordinates' Benefits 
Knowledge of what is expected of them 
Performance measurement 
Clarified authority and responsibility 
2. Superiors' Benefits 
Motivates subordinates 
Strengthens relationships 
Provides coaching framework 
Eliminates weak appraisal methods 
3. Organization Benefits 
Induces managerial effectiveness as a central value 
Focuses managerial effort 
Facilitates coordinated effort 
Provides objective reward criteria 
Identifies advancement .potential 
Identifies development needs 
Facilitates change 
4. Overall Benefits 
MBO, while not obviously theoretical, is based on many 
sound organizational and psychological principles. These 
include focus on outputs of positions, feedback on per-
formance, and the commitment arising from involvement. 
MBO can be used.in all parts of the organization the 
basic ideas can be applied everywhere. 
MBO is flexiblein.the nature and degree of its implementa.,-, 
tion • • • • To some extent MBO can be tailored to the 
style of the top manager in the organization and to the 
readiness of the organization to accept it. 
It is not so complex a system that management needs to rely 
heavily on outside help to implement it. The ideas behind 
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MBO are perfectly clear, and the degree of success of its 
implementation will be equally clear. 
MBO is now fully tested. It is beyond .its trial period and 
has passed the test of profit improvement. 
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In the field of education, Knowles (46) reported that a recent re-
finement of the performance review procedure, that is consistent with the 
spirit of andragogy and has proven to be effective in need assessment, is 
the management by objectives process. Knowles defines andragogy as the 
art and science of helping adults to learn; whereas, pedagogy is the art 
and science of teaching children. The management by objectives system, 
therefore, is useful in extension education. 
Summary 
The Bureau of Animal Industry was organized on January 1, 1930, pur-
suant to Act No. 3639 dividing the Bureau of Agriculture into two distinct 
entities, the Bureau of Plant Industry and the Bureau of Animal Industry. 
In a span of 44 years, the Bureau of Animal Industry underwent sev-
eral organizational changes. These changes included the addition, abo-
lition, renaming of divisions, even merging of the Bureau of Animal 
Industry with the Bureau of Plant Industry in the early part of World 
War II to be recreated again sometime in 1943. 
Other changes included the creation of a position for an Assistant 
Director, Animal Industry Coordinator, creation of the Regional Offices 
and creation of the Marketing Unit. 
As a result of these organizational changes, the Livestock Extension 
Division that was created in 1938 disappeared from the scene, only to 
appear again some 34 years later as a Livestock and Poultry Services Unit, 
by virtue of the Memorandum Circular No. 1, series of 1972, issued by 
Arturo R. Tanco, Jr., Secretary, Department of Agriculture and Natural 
Resources upon recommendation of Pedro G. Refuerzo, Director of Animal 
Industry. 
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According to the Central Office Administrators who answered the 
writer's inquiry, the creation of the Livestock Extension Service was 
also a result of an internal arrangement, presumably between the Depart-
ment of Agriculture and Natural Resources and the Bureau of Animal Indus-
try. 
Following the split of the Department of Agriculture and Natural 
Resources in 1974, into Department of Agriculture and Department of Natu-
ral Resources, a major organizational change again took place in the 
Bureau of Animal Industry. 
Extension activities in the Philippines are conducted by educational 
institutions and a number of government agencies, one of which is the 
Bureau of Animal Industry. 
A distinctive feature of the Bureau of Animal Industry Extension is 
the fact that it was designed to serve, but not limited to, the livestock 
producers as compared to the extension services rendered by the educa-
tional institutions like the vocational schools, universities, and other 
government agencies that deal with extension services on a multi-
disciplinary basis, including perhaps what the Bureau of Animal Industry 
does. 
Qualified manpower to staff the livestock extension service in the 
national, regional; and provincial offices appeared to be the pressing 
need of the Bureau of Animal Industry Livestock Extension in the early 
years; therefore, manpower training of one to four weeks duration was 
conducted at the College of Agriculture, University of the Philippines. 
56 
This study perhaps may aid in better staffing and organizing the 
national, regional, and provincial offices through the concepts presented. 
Briefly discussed were managemen4 the job of management, and the manager's 
work. 
The development of scientific management has paved the way for the 
development of several management styles, one of which is management by 
objectives. 
The various concepts, versions, or variants of MBO after the idea 
was first presented by Drucker in 1954 may be considered as second gener-
ation MBO. However, the various programs are considered similar, despite 
the differences in terminology. 
Opinions vary on how to use the MBO approach. Also there is disa-
agreement about its purpose. However, most authorities agree that the 
MBO approach involves the establishment and communication of organiza-
tional goals, the periodic, and then final review of performance as it 
relates to the objectives. In addition, agreement would be likely on 
the following elements as necessary ingredients to an effective MBO pro-
gram: effective planning and goal setting by top level management, com-
plete commitment of top management to this approach, integration of MBO 
to the various organizational systems of the institution, mutual goal 
setting, frequent performance review, and some degree of freedom in 
developing means for the establishment of objectives. 
Research foundations of MBO, studies on actual MBO programs, the 
Oklahoma experience, the use of MBO in local government and in the field 
of education has established a strong base that MBO could be used in the 
extension service. 
The limitations or disadvantages have been pointed out, most of 
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which deal with the human variables which somehow can be solved. 
The various advantages discussed seemed to outweigh its limitations. 
MBO, once adopted, must be well supported, as organizational commitment 
or non-commitment is one of the most critical factors that determine its 
success or failure. This is a vision that must be nurtured because MBO 
breaks at the top. 
CHAPTER III 
METHODOLOGY AND RESEARCH DESIGN 
This study was designed and developed in a manner categorized by Van 
Dalen as an opinion survey under descriptive research (47). A major 
effort was attempted to obtain opinions and judgments from present per-
sonnel concerning the management and organization of the Bureau of Animal 
Industry of the Republic of the Philippines. 
The Population 
The population for this study was personnel of the Bureau of Animal 
Industry in the Philippines. The groups included were: 
1. The administrators from the Central Office in Manila. Question-
naires were directed towards four administrators: (a) The 
Director of Animal Industry, (b) The Assistant Director of Ani-
mal Industry, (c) The Livestock Action Officer for the National 
Food and Agriculture Council (NFAC), and (d) The National Live-
stock Extension Program Coordinator. 
2. The 11 Regional Directors of.the Bureau of Animal Industry. 
3. The 26 Provincial Program Officers of the Bureau of Animal 
Industry. 
4. At least 100 out of the 200 plus Livestock Extension Technicians 
of the Bureau of Animal Industry, preferably from the different 
regions of the country. 
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The Methods of Gathering Data 
A combination of closed and open-ended.types of questions were pre-
pared for questionnaires by the writer under supervision of instructors 
at Oklahoma State University. 
The contents of the questionnaires were based upon the three basic 
parts of the management system, Management by Objectives (MBO), as de-
scribed by Hopkins (23), namely (a) plan, (b) implement, and (c) review. 
The questions were also patterned after the Work Planning and Review 
(WPR) study as published by Carroll and Tosi (35) as well as the writer's 
experience gained through his intensive study of each phase, planning, 
implementation, and review. 
Criteria for promotion, accountability, some human needs (48) (49) 
and the areas of job satisfaction or dissatisfaction are motivational 
components of an MBO system, and these were also included in the developed 
questionnaire schedules. 
The questionnaires were sent to the Director of Animal Industry, 
Manila, Philippines, in mid-December, 1974, through Mr. Hugh F. Rouk, 
Director, Office of International Programs, Oklahoma State University, 
who financed the mailing of the questionnaires to the Philippines. 
On January 9, 1975, the Director of Animal Industry endorsed and 
monitored the questionnaires to the various regional and provincial offi-
ces of the agency (50). 
The Central Office, too, upon receiving the questionnaire schedules 
added two respondents--the Chief Planning Officer who was the concurrent 
Chief of the Marketing Unit, and former National Livestock Extension Pro-
gram Coordinator, and the Chief of the Immunization and Disease Control 
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Section. Thus, the number of respondents increased from four to six for 
the Central Office Administrators and that offered advantages to the 
study. 
From late January, 1975, through March, 1975, responses were received 
by the writer at Oklahoma State University. On April 20, 1975, giving 
due recognition to the fact that no responses had been received for about 
20 days, the gathering of data was closed. 
An Overview of the Research Design 
The closed and open-ended types of questionnaires as an instrument 
for gathering the desired information from the Bureau of Animal Industry 
in the Philippines was envisioned as offering respondents a chance to _ 
express both objective and subjective opinions and judgments on the state-
ments and questions provided. 
Guidelines were designed to assist respondents in answering the 





Of the six Central Office Administrators, one failed to return his 
response to the writer because the form given him was inadvertently lost 
and there was no time or way to replace it. This resulted in 83.3 percent 
return from the Central Office. 
Six of the 11 Regional Directors responded giving a 54.5 percent 
return, while 18 or 69.2 percent of .the 26 Provincial Program Officers 
responded. However, an unfortunate incident occurred in that seven of 
these Provincial Program Officers used the form intended for the Live-
stock Extension Technicians. This obviously did seriously limit data 
available from Provincial Program Officers. 
Sixty-three of the 100 Livestock Extension Technicians returned 
their responses to the writer. Out of the 63 returns, one form was with-
out any responses, and again an error was made in that nine forms were 
filled out by the technicians using the form intended for the Provincial 
Program Officers. Admittedly, this further limited the study to 53 per-
cent return of usable information. Responses from the nine forms, except 
for a few selected items, limited usage in the same manner as did those 
received from the Provincial Program Officers. 
Some respondents among the Provincial Program Officers and the Live-
stock Extension Technicians occasionally offered incomplete responses; 
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that is, they omitted some items probably out of haste, avoidance, attempt 
to acquiesce, or otherwise. This did pose a problem and made certain 
analysis of data somewhat more difficult. 
Findings 
Program Planning 
The five or 100 percent of the Central Office Administrators were 
in accord with the idea that the Bureau of Animal Industry should pattern 
its national goals and objectives consistent with the national policy, 
goals, and objectives of the Department of Agriculture and the National 
Food and Agriculture Council. The Council was created by Executive Order 
No. 183 on May 6, 1969, as a coordinating body that shall oversee, unify, 
and integrate the administration and implementation of the total food 
production program of the Philippine government. 
Four out of the five Central Office Administrators indicated that 
they feel they have to confer with the Top Officials of the Department 
of Agriculture before the program is finalized. One of the Central Office 
Administrators explained that the "Planning and Management Staff • • . 
is the unit in the BAI that consolidates the various plans submitted by 
[the] field units and divisions of the BAI." This statement was taken 
by the writer to mean that whatever the planning and management staff 
does with the plans submitted by the various units and divisions of the 
agency, some have to be legitimized by the Director of Animal Industry 
and subsequently included during their conference with the Top Officials 
of the Department of Agriculture. 
A question was asked (Question 4) whether the Bureau of Animal 
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Industry national program had to be first approved by the Top Officers 
of the Department of Agriculture before it is implemented. All five of 
the Central Office Administrators offered an affirmative answer. The 
same administrators offered some comments. One of them commented that 
"the fact that the plan is submitted to the Department Secretary; it 
follows that the Secretary has to go over and modify, approve or reject." 
The other four administrators offered similar comments: "The program as 
presented to the DA Secretary for his final comments and recommendations." 
All six Regional Directors claimed that they prepare their regional 
programs and set their own performance objectives or targets consistent 
with the national policy of the Bureau of Animal Industry. But before 
they finalize their programs, four or 66.6 percent of them feel they have 
to confer with their staff and the Provincial Program Officers. One of 
these four Regional Directors includes his station managers in the confer-
ence. One of the six Regional Directors confers with his staff, the 
Provincial Program Officers, Livestock Inspectors, Artificial Breeding 
Technicians, Livestock Extension Technicians, and other fieldmen in his 
region, including the Director of Animal Industry or his representative 
before finalizing his program. Another one of the six Regional Directors, 
in addition to conferring with the personnel as does the other Regional 
Director, also confers with the Top Officials of the Department of Agri-
culture before finalizing his program. 
All the six Regional Directors indicated that their regional programs 
have to be first approved by the Director of Animal Industry before they 
are implemented. 
In like manner, all the Provincial Program Officers of the Bureau of 
Animal Industry also claimed that they prepare their provincial programs 
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and set their own performance objectives or targets. However, one of 
these Provincial Program Officers did not answer the question of whether 
the provincial office should pattern its goals and objectives consistent 
with the national and regional policies of the agency. The ten Provincial 
Program Officers offered affirmative answers with one giving two answers, 
"yes" for long-ranged objectives and 'fnot necessarily for short-ranged 
objectives." Four of the ten who responded claimed that they con.fer 
with their staff, the Livestock Inspectors, Artificial Breeding Techni-
cians, Livestock Extension Technicians, and other fieldmen in their 
province before they finalized their program. Five do the same thing as 
the four Provincial Program Officers with the inclusion of their Regional 
Directors in their conference before they finalized their program. One 
claimed that he included his staff, his Regional Director, the Livestock 
Inspectors, Artificial Breeding Technicians, and other fieldmen in his 
province including local officials and other agencies; for, according to 
him, "they are of help in the formulation and implementation of the pro-
vincial program." 
Six of the nine Provincial Program Officers who answered the question 
asked whether their program has to be first approved by their Regional 
Directors before it is implemented gave affirmative answers. Three gave 
negative answers. 
A majority of the Livestock Extension Technicians also claimed that 
they prepare their program and set their own performance objectives or 
targets. Of the 53 technicians who responded, 48 or 90.5 percent claimed 
they do. Five or 9.4 percent claimed they do not. Two of the five tech-
nicians who do not prepare their programs or set their own performance 
objectives or targets remarked that it is the "Central Office that set 
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their targets." 
Forty-four or 84.6 percent of the 52 technicians who answered the 
question asked with regard to their program and performance objectives or 
targets being consistent with the goals and objectives of the regional 
and provincial offices gave affirmative answers. Four or 7.6 percent 
said "no" to the question. Another four claimed they have "no knowledge." 
A question was asked among the technicians whether their program has 
to be first approved by their immediate superiors, the Provincial Program 
Officers, before it is implemented. Forty-six or 92.0 percent of the 50 
technicians offered affirmative answers. Four or 8.0 percent gave nega-
tive answers • 
From the foregoing, it appeared that program planning in the Bureau 
of Animal Industry is initiated at the Central Office, Manila, consistent 
with the national policy, goals, and objectives of the mother agency--the 
Department of Agriculture. 
The Regional Directors in turn appear to prepare their program con-
sistent with the national policy of the agency. The Provincial Program 
Officers likewise prepare their programs in a way that is consistent with 
the regional goals and objectives of the Bureau of Animal Industry. The 
Livestock Extension Technicians do the same as their Provincial Program 
Officers. They prepare their program, goals, and objectives to be legiti-
mized by their immediate superiors. 
Therefore, while program planning appeared to be centralized in the 
Bureau of Animal Industry, there is a high degree of flexibility with the 
lower management levels having to prepare their own programs and set their 
performance objectives consistent with the national policies, goals, and 
objectives. 
Participation of Selected Personnel in Goal 
Setting 
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The degree of participation of selected personnel in the prepara-
tion of the national goals (satisfaction of the effective demand and 
exportation of the surplus) of the meat and egg production programs of 
the Bureau of Animal Industry as perceived by the Central Office Adminis-
trators, regional goals as perceived by the Regional Directors and pro-
vincial goals as perceived by the Provincial Program Officers may be seen 
in Figure 4. 
The rank order of persons perceived to have participation in the 
preparation of national goals by the Central Office Administrators ranged 
from the greatest for the staff of the Director of the Bureau of Animal 
Industry as indicated by a rating of five to the lowest for the Action 
Officer of the artificial insemination program with a 2.3 rating. Others 
who ranked high in participation were the Director and Assistant Director 
(4.8), Top Officials of the Department of Agriculture (4.4), and NFAC 
Livestock Action Officer (4.4). 
Regional Directors perceived Provincial Program Officers (4.8) and 
themselves (4.6) as having the greatest participation in regional goal 
setting. The rest were perceived as having similar participation with 
ratings of 3.2ar less, except the Top Officials of the Department of 
Agriculture who rated only 2.1. 
In their responses, the Provincial Program Officers rated themselves 
highest in participation in provincial goal setting with a 4.7 rating, 
Regional Directors (3.7), NFAC Livestock Action Officer (3.6), Livestock 
Inspectors and Technicians (3.4), Action Officer of the artificial 
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insemination program (3.3), and Action Officer of the forage production 
program (3.2) were perceived as having high participation; whereas, the 
higher officials and staffs had lower with the Top Officials of the 
Department of Agriculture least (1.9). 
This appears to indicate the participation in the setting of goals 
for the different levels generally takes place at those levels. 
Participation of Selected Personnel in 
Target Setting 
The degree of participation of selected personnel in preparation of 
the national targets (kilograms or tons of meat, milk or eggs, or number 
of services rendered), as perceived by the Central Office Administrators, 
regional targets as perceived by the Regional Directors, and provincial 
targets as perceived by the Provincial Program Officers may be seen in 
Figure 5. 
The rank order of persons perceived to have participation in the 
preparation of national targets by the Central Office Administrators 
ranged from the greatest for the staff of the Director/Assistant Director 
as indicated by a rating of five to the lowest for the Top Officials of 
the Department of Agriculture with a 0.8 rating. Others who ranked high 
in participation were the Action Officer of the artificial insemination 
program (4.6), Action Officer of the forage development program (4.2), 
the Director/Assistant Director (3.6), the NFAC Livestock Action Officer 
(3.6), the Provincial Program Officers (3.4), and the Regional Directors 
(3.2). 
In their responses, the Regional Directors perceived the Provincial 
Program Officers (4.6), the Regional Directors themselves (4.5), the NFAC 
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by Central Office Administrators, Regional Directors, and 
Provincial Program Officers 
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Livestock Action Officer (4.0), and the Livestock Inspectors and Techni-
cians (3.8) as having the greatest participation in the regional target 
setting. The rest were perceived as having similar participation with 
ratings of 3.4 or less. The Top Officials of the Department of Agricul-
ture had the least participation (2.1). 
The Provincial Program Officers rated themselves highest in partici-
pation in provincial target setting with a 4.8 rating, Regional Directors 
(4.0), the Livestock Inspectors and Technicians (3.5), and the NFAC Live-
stock Action Officer (3.1). The higher officials and staff had lower 
participation with the Top Officials of the Department of Agriculture 
having the least (1.9). 
Participation of Selected Personnel in 
Setting Job Functions 
The degree of participation of personnel in the preparation of job 
functions or specific duties and.responsibilities, of those involved in 
the implementation of the Bureau of Animal Industry programs for FY 1971-
1974, as perceived by the Central Office Administrators, Regional Direc-
tors and Provincial Program Officers may be seen in Figure 6. 
The Central Office Administrators perceived the Action Officer of 
the artificial insemination program as having the greatest participation 
(4.6) followed by the Action Officer of the forage development program 
(4.2), the Provincial Program Officers (4.2), the Director and Assistant 
Director (3.8), the Regional Directors (3.8), and the staff of the Direc-
tor and Assistant Director (3.6). Others who ranked high in their par-
ticipation in the preparation of job functions are the Livestock 
Inspectors and Technicians (3.2), and the NFAC Livestock Action Officer 
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(3.0). The Top Officials of the Department of Agriculture have the least 
participation with a rating of 1.0. 
The Regional Directors perceived themselves (4.5), the NFAC Live-
stock Action Officer (4.1), the Director and Assistant Director (4.0), 
and the Action Officer of the forage development program (3.6) as having 
the greatest degree of participation in the preparation of specific 
duties ofthos.e involved in the imple.mentation of the Bureau of Animal 
Industry programs. Other officials with high participation were the Top 
Officials of the Department of Agriculture (3.3), the Action Officer of 
the artificial insemination program (3.3), and the staff of the Director 
(3.0). The Livestock Inspectors were perceived as having the least par-
ticipation with a rating of 2.5. 
The Provincial Program Officers perceived themselves (4.3), the NFAC 
Livestock Action Officer (4.3), the Director and Assistant Director 
(4.1), and the Regional Directors (4.1) as having the greatest participa-
tion in the preparation of specific duties of personnel directly invol-
ved with implementing programs. Others who ranked high were the staff 
of the Director (4.0), the Action Officer of the artificial insemination 
program (4.0), and the Action Officer of the forage development program 
(3.9). 
The Top Officials of the Department had lewer participation with a 
rating of 3.0, and the Livestock Inspectors and Technicians the least 
with 2.8. 
Perceptions of Problems by Personnel 
at Various Levels 
Presented in Figure 7 are the perceptions of the extent to which 
selected problems occur within the Bureau of Animal Industry Livestock 
Extension Service as reported by personnel at various levels. 
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The problem on manpower resources, A-1 through A-10, was answered 
by five Central Office Administrators, six Regional Directors, 15 to 18 
Provincial Program Officers, and 57 to 60 Technicians. 
Lack of qualified staff in the Central Office was perceived by the 
Central Office Administrators (5.0), and the Regional Directors (4.1) as 
a great problem of the extension service. The Provincial Program Officers 
and the Technicians also viewed this as a problem of the extension ser-
vice but to a lesser degree. 
Lack of qualified staff in the Regional Offices was perceived by 
Central Office Administrators (5.0) and Regional Directors (4.5) as a 
great problem of the extension service and also by the Provincial Program 
Officers (3.5) and the Technicians (2.9). 
Lack of qualified staff in the Provincial Offices was viewed by the 
Central Office Administrators (5.0), the Regional Directors (4.6), and 
Provincial Program Officers (3.5) as a great problem of the extension 
service; whereas, the Technicians viewed it as a moderate problem (2. 7). 
An insufficient number of extensionmen were viewed by the Central 
Office Administrators (5.0), Regional Directors (4.3), Provincial Program 
Officers (4.2), and Technicians (3,9) as a great problem of the extension 
service. 
Lack of training of Technicians was perceived by the Central Office 
Administrators (4.2), Regional Directors (3.6), Program Officers (3.3), 
and Technicians (3.2) as a problem of the extension service. Lack of 
training of Provincial Program Officers was viewed by the Central Office 
Administrators (4.0) and Regional Directors (3.8) as quite a problem for 
extension. 
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In contrast to the Central Office Administrators and Regional Direc-
tors who considered lack of training for technicians a problem were the 
Provincial Program Officers and Technicians. This last group viewed this 
aspect of the total as a moderate problem by their rating of less than 
3.0. 
Lack of training of Regional Directors in extension concepts, exten-
sion methods, agribusiness, program planning, and evaluation was per-
ceived by the Central Office Administrators as a great problem (4.8) of 
the extension service. The regional Directors (3.1), Provincial Program 
Officers (2.9), and Technicians viewed this as a moderate problem of the 
extension service. 
Lack of supervision of Technicians was perceived by most management 
levels as a moderate problem with their rating of 3.2 or less; whereas, 
lack of secretarial staff was perceived by the Central Office Adminis-
trators (3.0) as a moderate problem, increasing gradually as it reached 
the Technician's level (3.5). 
Lack of administrative support (higher in rank than the respondent) 
appeared to be perceived by the Central Office Administrators and Regional 
Directors as a minor problem (1.8). However, this problem seemed to 
increase in intensity as management level went down as indicated by the 
rating of 3.1 to 3.2 given by Program Officers and Technicians. 
Funds and Materials. The problems of funds and materials were rated 
by five Central Office Administrators, six Regional Directors, 18 Provin-
cial Program Officers and 59 to 60 Technicians. Lack of travel funds as 
perceived by Central Office Administrators appeared to be a minor problem 
(2.0) of the extension service. However, this problem seemed to increase 
in intensity (3.6) as management level went down. 
78 
Lack of funds to procure supplies and equipment as viewed by the 
various management levels has the same pattern as the lack of travel 
funds. Lack of transport for mobility of Technicians was perceived by 
the Central Office Administrators (3.8), the Regional Directors (2.3), 
Program Officers (3.2) and Technicians (2.9) as a problem of the exten-
sion service. 
Lack of feedforward materials like references, research publications, 
etc. was viewed by the various management levels as problems of the ex-
tension service as indicated by their rating of 3.3 to 4.2. Lack of 
supplies and equipment was likewise viewed by the various management 
levels as a problem of the extension service as indicated by their rating 
of 3.8 to 4.3. 
Communication. The question on communication was answered by five 
Central Office Administrators, six Regional Directors, 18 Provincial 
Program Officers, and 59 to 60 Technicians. 
Too many dialects which hinder the production of teaching aids were 
perceived by the Central Office Administrators as a great problem (5.0) 
of the extension service. It is possible that the close to 100 dialects 
in the Philippines have made the Central Office Administrators take this 
stand. This problem, however, seemed to decrease as management level 
went down (2.5). 
Lack or delay of communication between Central and Field Offices, 
lack of understanding the value of internal linkages among the various 
services, appeared to be perceived by personnel at various levels as 
minor to moderate problems of the extension service. 
Another possible problem involving communication was the issue asked 
in Question 9 of the Central Office Administrators questionnaire. The 
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question asked was: As a deviation from the Standard Operating Procedure 
in an upward flow of communication from a Source with a Message through 
a Channel thence to the Receiver for action, in your opinion how would 
you consider this situation: "Source with a message by-passing the chan-
nels, then to the Director for action." 
Five or 100 percent of the Central Office Administrators responded 
that such a situation was a prerogative of the Director of Animal Indus-
try. This question was asked because it had been encountered by the 
writer on several occasions in the field operations of the agency. Field-
men sent communications to the Central Office in Manila by-passing the 
normal channel like the Regional Office in an attempt to get faster re-
sponse. However, at times the communication was returned to the sender 
without action and sometimes without reaching the intended audience. 
On the other hand, for the channels to hold communication indefin-
itely without action, or their outright disapproval of the messa.ge with-
out the message reaching the intended audience, e.g. the Director of 
Animal Industry, presupposes that the Director of Animal Industry thinks 
or acts the way the channel(s) do without due recognition to the preroga-
tives of the Director of Animal Industry as head of the agency, to act 
appropriately on the message. 
This apparent problem of communication may be resolved by the Central 
Office Administrators' communication to fieldmen of the course of action 
appropriate for this kind of situation. 
Reports and Reporting System. This question on reports and reporting 
system was answered by five Central Office Administrators, the six Reg-
ional Directors, 18 Provincial Program Officers, and 57 to 58 Technicians. 
These problems were rated by the Regional Directors as ranging from 
3.5 to 4.0 in contrast with other management levels who rated these 
problems as 1.2 to 3.3, except the item on too many reports to submit 
which was rated 3.8 by the Provincial Program Officers. 
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Appraisal and Feecilback System. These problems were answered by five 
Central Office Administrators, six Regional Directors, 18 Provincial Pro-
gram Officers, and 58 to 59 Technicians. 
The Central Office Administrators viewed these problems as minor 
(2.2) to moderate (3.0) ones, except the problem on lack of an efficient 
feedback system which was rated 3.8. The Regional Directors on the other 
hand perceived appraisal and feedback system as great problems (4.1 to 
4.5) of the extension services. The Provincial Program Officers rated 
these problems 3.4 to 3.8, while the Technicians viewed these problems 
as minor to moderate ones. 
Other Problems. Other problems of the extension service which 
seemed to concern the Regional Directors and Provincial Officers more 
than the Central Office Administrators and Technicians are lack of job 
description, time management, policy trends, unrealistic performance 
objectives or targets, and technicians being "service oriented" rather 
than "education oriented." 
Of all the possible problems of the .extension service that was pre-
sented, it was the problem of the lack of incentives for personal growth 
of technicians where all the management levels had a very high unanimity 
of opinion. The Central Office Administrators rated this problem 4.6, 
the Regional Directors and Technicians 4.3, and Provincial Program Offi-
cers 4.4. This problem must be viewed with great concern since ameng 
the resources available to administrators, it was claimed that it is only 
men who can grow and develop. 
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Another problem that must be viewed with concern is the fact that 
Technicians are utilized by Administrators to render service other than 
what is called for in their duties, thereby affecting their performance. 
The Provincial Program Officers rated this item 3.5; whereas, others 
rated it 2.8 or less. One of the Provincial Program Officers seemed to 
rationalize his position when he remarked that it is "due to lack of 
personnel." 
Other problems of the extension service as presented by the various 
respondents with their corresponding rating scales are as follows: 
A great problem ----------5 
No problem ---------------1 
Central Office Administrators --------------------------None Listed 
Regional Directors: 
G-8. Lack of objective record sheet--------------------5 
Performance and functions are affected by 
existing peace and order conditions in the 
region--------------------------------------------4 
Extension technicians lack the support of 
local elective officials--~----------------------5 
Lack of exposure on the practical aspects on 
the different livestock and poultry projects------5 
G-9. Lack of performance appraisal system--------------5 
Lack of initiative on the part of the 
extension technicians-----------------------------5 
Lack of sincerity on the work---------------------5 
~-10. Highly centralized budgetary system---------------5 
Provincial Program Officers: 
G-8. Extension technicians should have a 
separate unit-office in [the] provincial 
as well as regional of fices-----------------------5 
No national guidelines to follow in supervised 
credit for livestock and poultry------------------5 
Impossible/impractical to delineate Extension 
Technicians from Livestock Inspectors-------------5 
Frequent transfer of assignment of 
production technicians----------------------------4 
G-9. (Reworded) Performance of extension 
technicians should be measured in terms 
of animal units of cooperators--------------------4 
Commercial livestock projects are not 
cooperating with the program of the Bureau--------5 
Improper selection of Technicians, lack of 
inclination to extension work---------------------4 
Marketing program for supervised credit 
animals-------------------------------------------5 
Livestock Extension Technicians: 
G-8. Extension supervisor must make follow-up 
of his extension technicians----------------------5 
Goals and objectives of extension are not 
well defined, thereby technicians could 
not formulate programs within their 
respective assignments----------------------------4 
Technicians assigned in Rural Banks [are] 
doing some clerical work due to lack of 
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of personnel of the bank-------------------------5 
Lack of feed ingredients in the market to 
encourage home-mixing of feeds to lower 
the cost of production---------------------------5 
Extension has no presentable and comfortable 
transportation-----------------------------------5 
Different line agencies of the government have 
no full coordination with each other-------------5 
G-9. Sometimes extension technicians and 
inspectors do not have close coordination 
especially [in] handling classes and 
seminars-----------------------------------------3 
(reworded) Technicians assigned with the Rural 
Banks incur more traveling expenses--------------5 
Price of liveweight in the farm is very low 
to allow a good margin of profit-----------------5 
Lack of support from the Marketing Staf f---------5 
The same program of [the] different 
government agencies with different systems 
of implementation--------------------------------5 
G-10. Equipment and facilities like Jeeps, 
Tape Recorders, Cameras are necessary in 
[the] implementation [of the program]------------4 
Price of feeds is high leaving the raisers 
little or no profit at all-----------------------5 
Technicians do not start from a zero level 
assistance in most of the projects but 
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actually start from a semi-commercial project-----5 
The foregoing problems of the extension service as reported by the 
Regional Directors, Provincial Program Officers and Technicians involved 
administration or leadership, supervision, coordination, recruitment of 
personnel, highly centralized budgetary system, knowledge in extension 
education, personnel development, goals or performance objectives, evalu~ 
ation, livestock management, funding, material resources, marketing, 
peace and order conditions and too high cost of feeds or feed ingredients. 
The comment about."highly centralized budgetary system" deserves 
attention. The budget by its very nature could act as a program con-
straint it if does not reach its intended users on time and in adequate 
amount as programmed. 
Criteria for Promotion 
The criteria for promotion as reported by the Central Office Admin-
istrators, Regional Directors and Provincial Program Officers involved 
a variety of factors. 
Three of the five Central Office Administrators had indicated that 
performance or behavior followed by qualification and seniority are the 
criteria for promotion. One Central Office Administrator indicated that 
performance and educational qualification are the criteria for promotion, 
and one had indicated that qualification, seniority, and behavior are the 
criteria for promotion. If behavior was taken to mean performance, then 
all the Central Office Administrators censidered performance as one of 
the criterion for promotion. 
Four or 66 percent of the six Regional Directors mentioned perfor-
mance as one of the criteria for promation. Potential ability to manage 
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developmental goals and objectives, communication skills, human relations 
skills, merit, experience and scholastic qualification, and one who can 
deliver the goods were other criteria that were mentioned by these four 
Regional Directors. 
One Regional Director indicated that the criteria for promotion 
should be based on performance, while another Regional Director mentioned 
"proper connection," as the criteria for promotion. 
Five or about 45 percent of the 11 Provincial Program Officers con-
sidered performance as a criterion for promotion. Other factors such as 
length of service, education, training and experience, civil service 
eligibility, efficiency rating, public or community relations, efficiency, 
honesty, command responsibility are among those included as criteria for 
promotion. 
One Provincial Program Officer had indicated that seniority and ex-
perience are the criteria for promotion; another Provincial Program 
Officer mentioned that "merit system" is the criterion for promotion; 
another Provincial Program Officer mentioned that "promotion must be 
based on seniority in performance and not seniority in the length of the 
service ~ •• "; another Provincial Program Officer mentioned that "con-
nections rather [than] merit" is the criterion for promotion; and still 
another Provincial Program Officer mentioned that "performance is sup-
posed to be the criterion, but in some it is the nearness to the 'kitchen' 
that counts, as the criterion for promotion. 
The apparent unanimity of opinion among the Central Office Adminis-
trators with their view on the criteria for promotion is very encouraging. 
The diversity of opinion among the Regional Directors and the Provincial 
Program Officers with the same subject was, however, to the contrary. 
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It may be of necessity that this hot issue on the criteria for pro-
motion be treated with great concern by the proper authorities, and a 
more objective rating system be developed and communicated down to the 
lower management levels. 
Accountability 
The expressed accountability of personnel at various levels may be 
seen in Figure 8. 
As perceived by the five Central Office Administrators, the accounta-
bility of Regional Directors, Provincial Program Officers, Livestock 
Inspectors, and Artificial Breeding Technicians was high. Their percep-
tions on the accotmtability of the Livestock Inspectors or Artificial 
Breeding Technicians appeared to have tapered off a little which seemed 
to indicate that the accountability of these personnel are slightly lower 
than the accountability of the Regional Directors and the Provincial 
Program Officers. 
Although the Livestock Extension Technicians were excluded in the 
question on accountability, it is assumed that they are with the category 
of the Livestock Inspectors and the Artificial Breeding Technicians. 
The six Regional Directors perceived accountability of themselves, 
the Provincial Program Officers, Livestock Inspectors, and Artificial 
Breeding Technicians as high. They perceived everybody as equally 
accountable for the achievement of results in their area. 
The Provincial Program Officers had a slightly different view on 
accountability. They perceived accountability of Regional Directors as 
quite high, gradually increasing as it reached their level, and still 
increasing as it reached the Livestock Inspectors and Artificial Breeding 
Accountability of a Regional Director 
to the Director of Animal Industry 
Accountability of a Provincial 
Program Officer to the Regional 
Director 
Accountability of a Technician to 
the Provincial Program Officer 
Expressed Extent of Accountability 
(Low) (High) 
1 2 3 4 5 
Figure 12. Accountability As Perceived by Personnel 
at Various Levels 
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Accountability appeared to increase as management level went down. 
The 59 Livestock Extension Technicians perceived accountability at a 
lower level than did the Provincial Program Officers, the Regional 
Directors, and the Central Office Administrators. Their perceptions on 
accountability of Regional Directors and Provincial Program Officers were 
equal. It appeared, however, that they are slightly more accountable 
than the Regional Directors and Provincial Program Officers which seemed 
to indicate that they were accepting their responsibilities. 
Accountability, appraisal, and criteria for promotion are perhaps 
the hottest issues that were included in the questionnaire. 
Job Functions of Program Officers 
The major job functions of Provincial Program Officers is shown in 
Table I. 
Of the 11 Provincial Program Officers who responded, nine claimed 
they perform planning functions; two claimed they perform research func-
tions; all 11 claimed they perform supervision and directing functions; 
five claimed they perform staffing functions; ten claimed they perform 
administrative functions; and nine claimed they perform other duties as 
assigned. 
One Provincial Program Officer claimed that he or she performs all 
six functions; three claimed they perform five functions; five claimed 
they perform four functions; one claimed he performs three functions; 
and one claimed he performs two functions. 
The major job function of Provincial Program Officers was reported 
to be as few as only two to as many as six major functions. 
TABLE I 
DISTRIBUTION OF MAJOR JOB FUNCTIONS AS REPORTED BY 
PROGRAM OFFICERS 
Program Officers ReEorting (n•ll) 
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Major Job Functions 1 2 3 4 5 6 7 8 9 10 11 Total 
1. Planning x x x x x x x x x 9 
2. Research x x 2 
3. Supervising & Directing x x x x x x x x x x x 11 
4. Staffing x x x x x 5 
5. Administrative x x x x x x x x x x 10 
6. Other duties as assigned x x x x x x x x x 9 
Number of Functions 4 4 6 4 5 5 5 4 3 4 2 
Program Officers and Technicians 
Influence on Setting OJ:>jectives. The influence on setting objec-
tives or performance targets is shown in Table II. 
Two Provincial Program Officers claimed their Regional Directors 
had greater influence; three claimed they had the same influence as their 
Regional Directors; two claimed their Regional Directors had lesser 
influence; and three claimed their Regional Directors had much lesser 
influence than they themselves did. The group score averaged 3.60 which 
tended to indicate that the Provincial Program Officers had the same 
influence as their Regional Directors in setting performance objectives 
or targets. 








DEGREE OF INFLUENCE OF DESIGNATED PERSONS COMPARED TO SELF AS PERCEIVED BY 
PROGRAM OFFICERS AND TECHNICIANS 
Responses 
Much 
Greater Greater Same Less 
Number (1) (2) (3) (4) 
Respendents Responding N % N % N % N % 
Program 
Officers 10 0 0 2 20.00 3 30.00 2 20.00 













much greater influence; five claimed their Program Officers had greater 
influence; 28 claimed they had the same influence a~ their Program Offi-
cers; two claimed their Program Officers had lesser influence; and one 
claimed his Program Officer had much less influence on setting targets 
than they themselves did. The group score average 2.39, indicating that 
the Program Officers had greater influence in setting targets than the 
Technicians. 
Relative Difficulty of Performance Objectives. The relative diffi-
culty of performance objectives set for their position as perceived by 
the Program Officers and Technicians may be seen in Table III. 
Of the ten Program Officers who responded, two claimed that their 
targets were easy; seven claimed they had some difficulty; and only one 
claimed that it was difficult. - No one claimed that their target was 
extremely easy or extremely difficult-. The group score averaged 2. 90 
which seemed to indicate that the Program Officers viewed their targets 
as easy. 
The Technicians perceived their targets almost the same way as did 
the Program Officers. 
Since 90 percent of the Program Officers appeared to have viewed 
their targets as easy to some difficulty as did most of the Technicians, 
these personnel apparently could be assigned additional objectives for 
more action. The Program Officers particularly can easily do this since 
80 percent of them appeared to have the same or more influence than their 
Regional Directors on setting objectives. 
Succ~ss in Achieving Objectives of Targets. In Table IV, the rela-
tive success in achieving the performance objectives of the Program 






RESPONSES AS TO RELATIVE DIFFICULTY OF PERFORMANCE OBJECTIVES OR TARGETS AS 
PERCEIVED BY PROGRAM OFFICERS AND BY TECHNICIANS 
Responses 
Extremely Some Extremely 
Easy Easy Difficulty Difficult Difficult 
Number (1) (2) (3) (4) (5) 
Responding N % N % N % N % N % 
10 0 0 2 20.00 7 70.00 1 10.00 0 0 







Sixty percent of the Program Officers claimed that little activity 
was done, and 40 percent claimed that their t~rgets were partially met. 
The Technicians, tee, had almost the same view. About 14 percent claimed 
that ne activity was done; 47 percent claimed that little activity was 
dene; 37 percent claimed that their targets were partially met; and only 
about 2 percent claimed that their objectives were achieved. 
Extent of Feedback Received. Table V shewes the relative extent ef 
feedback·received from superiors as perceived by Program Officers and 
Technicians. 
Of the ten Program Officers who responded, four claimed they occas-
ionally received feedback; five claimed they frequently received feed-
back; and one claimed he or she very frequently received feedback. None 
claimed that he never er rarely received feedback. The greup score aver-
aged 3.70, indicating that the Program Officers occasionally received 
feedback ef their performance from their superiors. 
The Technician perception en the extent of feedback received from 
their superiors appeared to.have a wider dispersion with a cumulative 
mean score of 3.35, indicating that they too occasionally received feed-
back from their superiors. 
Extent of Opinion Asked by Superiors frem Subordinates .•. · .. The relative 
extent of opinion asked by superiors when a problem came up that involved 
the work of Program Officers and Technicians may be seen in Table VI. 
Of the ten Program Officers whe responded, eight .claimed that most 
of the time their superior asked their opinion when a problem came up 
that involved their work; one claimed that his superior rarely asked his 
opinion; and another claimed that his superior almost always asked his 





RESPONSES AS TO RELATIVE SUCCESS IN ACHIEVING PERFORMANCE-OBJECTIVES OR TARGETS AS 
PERCEIVED BY PROGRAM OFFICERS AND BY TECHNICIJ\NS 
Responses 
No Little Partially 
Activity Activity Met Achieved Exceeded 
Number (1) (2) (3) (4) (5) 
Responding N % N % N % N % N % 
10 0 0 6 60.00 4 40.00 0 0 0 0 











RESPONSES AS TO RELATIVE EXTENT .. OF-FEEDBACK .. RECEI.VEDcFROM SUPERIORS AS 
PERCEIVED BY PROGRAM OFFICERS AND BY TECHNICIANS 
ResEonses 
Very 
Never Rarely Occasionally Frequently Frequently 
Number (1) (2) (3) (4) (5) 
Responding N % N % N % N % N % 
10 0 0 0 0 4 40.00 5 50. 00 . l 10.00 







RESPONSES AS TO RELATIVE EXTENT -OF- OPINION--ASKED- BY- SUPERIOR. WHEN A PROBLEM GOMES UP THAT 
INVOLVED THE WORK OF RESPONDENTS AS PERCEIVED BY PROGRAM OFFICERS AND TECHNICIANS 
Responses 
Mast of Alma st 
Rarely Sometimes the time Always 
Number (1) (2) (3) (4) 
Officials Responding-· . - N. %. N % N % N & 
Pre gram 
Officers 10 1 10.00 0 0 8 80.00 1 10.00 








The Technician score, also, averaged 2.90, indicating that they, 
too, were sometimes asked by their superiors when a problem came up that 
involved their work. 
Amount of Praise Received from Superiors. The relative amount of 
praise received from superiors as perceived by Program Officers and Tech-
nicians may be seen in Table VII. 
Of the nine Program Officers who responded, two claimed they re-
ceived only criticism from their superiors; one claimed he received lit-
tle praise; four claimed they received equal criticism and praise; and 
two claimed they received mostly praise. The group score averaged 2.66 
which seemed to indicate that the Program Officers are receiving about 
equal criticism and praise. Both averages fell within the absolute 
limits of the designation, equal praise and criticism. 
Extent of Effort Increases Which Will Lead to Increased Performance. 
The responses as to anticipated degree to which effort increases will 
lead to increased level of performance as perceived by.Program Officers 
and Technicians is shown in Table VIII. 
The Program Officer's group score average 3.88 indicating that their 
increased effort will lead to increased performance almost to a great 
degree. 
The Technician's score average 4.07, indicating that their increased 
effort will lead to increased performance to a great degree. 
Self-Assessment of the Degree Work in Present.Jeb.ls"In.teresting ..... 
The mean score of Program Officers was 4.30, indicating that they per-
ceived work in their present job as quite interesting as did the Techni-






RESPONSES AS TO RELATIVE AMOUNT.OF PRAI.SE.RECEIVED.FROM SUPERIORS AS 
PERCEIVED BY PROGRAM OFFICERS AND TECHNICIANS 
Responses 
Equal 
Little Criticism Mostly 
Criticism Praise and Praise Praise 
Number (1) (2) (3) (4) 
Responding. N % N % N % N % 
9 2 22.22 1 11.11 4 44.44 2 22.22 













RESPONSES AS TO .ANTICIPATED DEGREE TO WHICH EFFORT.INCREASES WILL LEAD TO INCREASED LEVEL 
OF JOB PERFORMANCE AS PERCEIVED BY PROGRAM OFFICERS .AND TECHNICIANS 
Responses 
Unrelated Minor Moderate Great Very Great 
At.All Degree Degree Degree Degree 
Number (1) (2) (3) (4) (5) 
Officials Responding. N % N % N % N % N % 
Program 
Officers 9 0 0 1 11.11 2 22.22 3 33.33 3 33.33 











RESPONSES AS TO SELF-ASSESSMENT-OF-THE-DEGREE-WORK. IN,PRESENT JOB IS INTERESTING 


















2 3. 77 
Responses 
Fairly Quite Extremely 
Interesting Interesting Interesting 
(3) (4) (5) 
N % N % N % Mean 
1 10.00 5 50.00 4 40.00 4.30 




Self-Assessment of Values. Responses as to self-assessment of 
values of present work situation as perceived by the Program Officers 
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and Technicians is shown in Table X. Fifteen Program Officers and 52 
Technicians responded by ranking seven items in the order of their impor-
tance. 
The Program Officers ranked recdgnition as their first (3.33), 
opportunity to experience a sense of accomplishment as second (3.40), 
opportunity to use one's skill as the third (3.53), and promotion as the 
last (4.66). 
The Technicians ranked salary as their first (3.11), opportunity to 
use one's skill as the second (3.13), opportunity to experience a sense 
of accomplishment as the third (3.57), and pleasant co-workers as the 
last (5.38). 
Concern of Superiors over. Objectives~ The degree of concern of 
designated persons compared to self as perceived by Program Officers and 
Technicians is shown in Table XI. 
The Program Officer's mean score was 4.50 which seemed to indicate 
that the Regional Directors were quite concerned, if the Program Officers 
failed to achieve their targets to a considerable degree. 
In like manner, the Technicians perceived their Program Officers to 
be quite concerned if they failed to achieve their targets to a consid-
erable degree. 
The discussion that follows, except the respondents' personal infor-
mation, is centered to Technicians for more information that might ai~ 
planners in improving the effectiveness of the livestock extension ser-
vice. 
TABLE X 
RESPONSES AS TO SELF-ASSESSMENT OF VALUES OF PRESENT WORK SITUATION 
AS PERCEIVED BY PROGRAM OFFICERS AND TECHNICIANS 
Respondent 























Opportunity to experience a sense of accemplishment 
































DEGREE OF CONCERN OF DESIGNATED PERSONS COMPARED TO SELF AS PERCEIVED 
BY PROGRAM OFFICERS AND TECHNICIANS 
Responses 
Un con..,. Slightly .s~wewhat Quite 
cerned Concerned Concerned Concerned 
Number (1) (2) (3) (4) 
Respendents . Responding N % N % N % N % 
Program 
Officers 10 0 0 1 10.00 0 0 2 20,00 














Livestock Extension Technician.a 
Criticism Received from Program Officers. The relative extent of 
criticism received from Program Officers for failure to achieve goals as 
perceived by the Technicians may be seen in Table XII. This information 
is related to Table VII, the relative amount of praise received from 
superiors. 
Of the 50 Technicians who responded, two claimed they received no 
criticism at all; five claimed they received mild criticism; 21 claimed 
they received somewhat severe criticism; 15 claimed they received quite 
severe criticism; and seven claimed they received extremely severe criti-
cism. The group score average 3.40, which seemed to indicate that the 
Technicians received somewhat severe criticism from Program Officers for 
failure to achieve their goals to a significant degree. 
Importance of What Ptogram Officers Expect Technicians. The rela-
tive importance of what Program Officers expect Technicians to do as 
perceived by the responde~ts is shown in Table XIII. 
The majority of the 52 Technicians who responded claimed that it 
was quite important for them to know what their Program Officers expect 
them to do, as shown by their mean score of 4.65. Their perception 
seemed to indicate a need for direction from their Program Officers in 
the conduct of their activities. 
Importance of Definite Policies and Procedures. The relative impor-
tance of definite policies and procedures to help Technicians in perform-
ing their jobs is shown in Table XIV. 
The Technicians's mean score was 4.61, indicating that it was quite 
important for them to have defiµite policies and procedures to help in 




RESPONSES AS TO RELATIVE EXTENT.OF CRITICISM RECEIVED FROM PROGRAM OFFICERS FOR 
FAILURE TO ACHIEVE GOALS AS PERCEIVED BY TECHNICIANS 
ResEonses 
No Somewhat Quite Extremely 
Criticism Mild Severe Severe Severe 
At All Criticism Criticism Criticism Criticism 
Number (1) (2) (3) (4) (5) 
Responding N % N % N % N % N % 










RESPONSES AS TO RELATIVE IMPORTANCE OF WHAT.PROGRAM OFFICERS 
EXPECT TECHNICIANS TO DO AS PERCEIVED BY RESPONDENTS 
Res;eonses 
Not at All Slightly Somewhat Quite 
Impartant Important Important Important 
- (1) (2) (3) (4) 
Responding N % N % N % N % 














RESPONSES AS TO RELATIVE IMPORTANCE OF DEFINITE POLICIES AND PROCEDURES TO HELP 
IN JOB PERFORMANCE AS PERCEIVED BY TECHNICIANS 
ResEonses 
Not at All Slightly Somewhat Quite Extremely 
Important .Important Important Important Important 
Number (1) .. (2) (3) (4) (5) 
Responding . . N. % N % N % N % N % 







Extent of Feeling Personal Accomplishment and Satisfaction. The 
relative extent of feeling personal accomplishment and satisfaction for 
completing targets as perceived by the Technicians is shown in Table X:V. 
The majority of the 52 Technicians appeared to have a great degree 
of personal accomplishment and satisfaction for completing their targets, 
as indicated by their mean score of 4.01. 
Description of Manners in Which Program Officers- Hel:p .. ~ec.b.nitlans • 
. 
The relative description of manners in which Program Officers help Tech-
nicians with their jobs is shown in Table X:VI. 
The Technician's mean score was 3.74, which tends to indicate that 
the Program Officers sometimes help the Technicians in performing their 
jobs and sometimes do not. 
Satisfaction or Dissatisfaction with Present Designatli>n .•.. A ques-
tion concerned with the Technicians' satisfaction or dissatisfaction 
with their present designation, and what might be their alternative to 
a limited chqice, was asked by the writer. 
Question 20 is reproduced with the responses obtained from respon-
dents. This is shown.in Table XVII. 
Of the 50 Technicians who responded, 38 or 76 percent claimed that 
their designation was their choice; 11 or 22 percent claimed that their 
designation was not their choice; and one or 2 percent did not indicate 
whether such designation was his or her choice. Most of tht;>se who 





RESPONSES AS TO RELATIVE EXTENT OF FEELING,PERSONAL ACCOMPLISHMENT AND 



















Great Very Great 
Degree Degree 
(4) (5) 
N % N % 









RESPONSES AS TO RELATIVE DESCRIPTION-OF MANNERS IN, WHICH PROGRAM OFFICERS HELP 


























He We Generally 
Generally Discuss 
Suggests Problet:l, 
Ways to Revise 
Overcome Strategy and 
Problem Objective 
(4) (5) 
N % N % 







RELATIVE SATISFACTION OR DISSATISFACTION OVER TECHNICIAN'S 
DESIGNATION AS PERCEIVED BY THEM (n=50) 
111 
If your answer to column 
Was such 2 is "No," what would you 
What is your present designation rather prefer to be? 
designation? of your choice? (please check one.) 
Yes No 
LET for cattle 9 7 2a/ LET for swine = 
LET for poultry 
LET for swine = 25 23 2 LET for cattle = 1 
LET for poultry = 1 
LET for poultry = 9 6 3 LET for cattle 
LET for swine = 3 
Forage Technician = 7El 2 4 LET for cattle = 1 
LET for swine = :#1 
LET for poultry 
TOTAL = 50 38 11 = 9 
PERCENT 76 22 
a/ - One remarked "assignment was given ta the Technician," and 
the other remarked, "no question asked to the choice." 
b/One of the seven did not answer Column 2. 
£/One preferred to be a Livestock Inspector. 
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Respondents Information Sheet 
Circumstances involved the appointment or designation, educational 
attainment, number of years devoted to public service were requested 
from the respondents. This information may be seen in Table XVIII. 
The information revealed that all the Regional Directors are holders 
of the Doctorate in Veterinary Medicine. 
Of the 18 Provincial Program Officers, one has a B.S. in Agriculture 
degree and is a Livestock Inspector designated as Officer Ip-Charge. 
The 16 or about 89 percent are holders of Doctor in Veterinary Medicine. 
One Provincial Program Officer failed to answer the question asked rela-
tive to the highest degree attained by respondents. 
It appeared, therefore, that the position of a Regional Director 
and Provincial Program Officers are mostly occupied by personnel who 
hold the degree of Doctor of Veterinary Medicine, which tended to indi-
cate the existence of an informal "clique" organization within the Bureau 
of Animal Industry. 
Perhaps the preponderance of Doctor of Veterinary Medicine person-
nel among Regional Directors and Program Officers contributes to a very 
viable influence in terms of the structure, program, and performance of 
the agency. 
Of the 62 Technicians, 54 or 87 percent are holders of Bachelor of 
Science in Agriculture, Bachelor of Science in Animal Husbandry, Bache-
lor of Science in Agricultural Education, and Bachelor of Science in 
Agricultural Technology; two or 3 percent are high school graduates; and 
six or 10 percent failed to indicate their highest degree attained. A 
majority of the personnel serving in the Livestock Extension Service 
TABLE XVIII 
RESPONDENTS INFORMATION SHEET 
IH' ""st Ile -- Attained •- (Years In the 
Appo:lntment f. i or Designation 
g i~ 1 I "' ~~- g s I?- 0 0 i ~ ~ fll D .-1 '° '° .-1 "' 
m ~ ! 
al m I I I I .. &! m I I I 
i Hi!'tl ~ -g .-1 ~ ~ .-1 ~ ~ -g .-1 '° ::I = ... "' "' ... 
Central Office AdJns. (n=5) l l 2 l 5 3 l l 5 
Director of Animal Industey 
Assistant Director 
Chief, Planning Officer 
National Livestock Extension 
Program Coordinator 
Regional Directors (n=6) 5 l 6 2 l l 2 6 
Program Officers (n=l.8) 16 l l 1.8 4 11 l 2 1.8 6 5 3 
Ext.enaion Technicians (n=62) 54 2 6 62 32 21 5 l 3 62 1,2 10 5 






Regional Extension Superriaor 
* LI means Livestock Inspector, 
TA"..,.-" of Service (Ye•-.) 
t In the BAI 
l ~ ~ ~ ~ ~ 0 D "' "' I ... &! 
'"' 
I I I I ... 
':!l ~ ~ ~ .-1 '° ::I ':!l ~ 
l 4 5 l 3 
4 2 6 l 3 2 
l 3 18 7 5 4 2 



















appeared as having been appointed Livestock Inspector, a position which 
is "service-oriented," and subsequently, designated as Livestock Exten-
sion Technicians. 
CHAPTER V 
A PROPOSED MBO SYSTEM FOR THE BUREAU OF ANIMAL 
INDUSTRY LIVESTOCK EXTENSION 
Introduction 
The results from the questionnaire revealed that while program 
planning appeared to be centralized in the Bureau of Animal Industry, 
there is a high degree of flexibility with the lower management levels 
having to prepare many of their own programs and set their performance 
objectives consistent with the national policies, goals, and objectives. 
Participation in goal and objective setting appears to exist at the 
various management levels with varying magnitude. Technicians have the 
greatest participation in objective setting at the provincial level. 
The problems of .the livestock extension service as perceived by 
personnel at the different levels supported the need for the MBO system. 
Some of the perceived problems which MBO could help solve were lack of 
objective appraisal; lack of periodic appraisal; lack.of objective 
record sheets; inefficient feedback system; unrealistic performance 
objectives; technicians still "service-oriented"; lack of personal growth; 
use of technicians to render service other than what is called for in 
their duties; impossibility or impracticality of delineating Extension 
Technicians from Livestock Inspectors; lack of inclination to extension 
work; and vague goals. 
The advantages of the MBO system as previously discussed in Chapter 
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II would seem to justify its implementation in view of these perceived 
problems encountered in the present system. 
Proposed Management by Objectives System 
This writer, in proposing the introduction of the Management by 
Objectives System for the Bureau of Animal Industry Livestock Extension, 
did not imply or explicitly say that MBO er its variants neither exist 
nor are practiced in the agency. Rather, this proposal will serve to 
support such an approach or system, if it does exist. 
The proposed MBO System, although intended for the Bureau of Animal 
Industry Livestock Extension, can be used in some divisions or sections 
of the agency, in other Bureaus. of .the Department of Agriculture, in the 
Department of Education, in local governments, or even in the industries. 
As a requisite to understanding, establishment, and effective imple-
mentation of the MBO System, a few careful procedures are required. If 
these procedures are fully understood, and conscientiously followed, the 
system will lead toward progress and success. 
The procedures recommended are those given in M/BE/OH! by Leverenz, 
Hopkins, and Stevenson on pages 7 to 57. 
These procedures or sequences involve (1) developing organizational 
goals and objectives, (2) developing personal job functions and perfor-
mance objectives, and (3) performance appraisal or achievement measure-
ment. 
For an institution to develop its organizational goals and objectives 
planning is required. Social planning is defined as a conscious inter-
actional process combining investigation, discussion, agreement, and 
reaction in order to achieve those conditions, relationships, and values 
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regarded desirable (15). It is also defined as the rational determina-
tion of where you are, where you want to go, and how you are going to 
get there (250. Thus the "where you want to go" becomes the organiza-
tional objectives, and the "how you are going to get there" becomes th~ 
personal objectives (25). However, before you decide where you want to 
go, it is necessary to determine where you are and this ultimately re-
quires a data base from which you can develop viable goals and challeng-
ing but achievable objectives for the organization. 
Once the organizational goals and objectives have been developed, 
negotiated, and approved, the organization becomes committed to the 
attainment of these objectives, in addition to being held accountable 
for producing the results stated within (25). At this point, there is 
little or no accountability. The establishment of clear goals and 
specific objectives may solve the perceived problem of vague goals for 
the extension service. 
Sequence for Developing Organizational 
Goals and Objectives 
The sequence for developing organizational goals and objectives of 
an organization is seen in Table XIX, and an example of the goals and 
objectives for the Bureau of Animal Industry Livestock Extensien Unit 






SEQUENCE FOR DEVELOPING ORGANIZATIONAL GOALS 
AND OBJECTIVES 
Responsibility Step 
* Task force appointed 1. 
by the top administra-
tion (Director of Ani-
mal Industry) 
Activity 
The purpose of this tasks 
force will be to: 
A. Study where the organi-
zation has been in the 
past; 
B. Determine where the or-
ganization is at the 
present time; 
C. Decide where the organi-
zation will likely be 
at some future date if 
it continues along the 
trend line it has set; 
artd then 
D. Determine where the or-
ganization would like to 
be at some future date, 
focusing on the key re-
sult areas which will 
determine the goals for 
the organization. 
The key result areas be-
come the organizational 
goals, or those broad 
statements of intent 
which are not quantifi-
able, and define condi-
tions to be achieved 
year after year if the 
organization is to be 
successful. 
The task force may be the existing personnel of the Planning and 
Management Staff of the Bureau of Animal Industry, selected personnel of 
the Administrative Division, etc. 
Sequence 
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TABLE XIX (CONTINUED) 
Responsibility Step Activity 
2. The process of determining 
the goals from the key re-
sult areas is best achieved 
by the following steps: 
A. Compile a list of those 
things the organization 
must do, or would like 
to do concerning a par-
ticular key result area. 
This list should encom-
pass those accomplish-
ments the organization 
would like to achieve; 
those concerns the or-
ganization would like 
to overcome; or those 
opportunities the organ-
ization would like to 
take advantage of in 
this area. 
B. Repeat Step A until 
every key result area 
has been studied and a 
list of goal statements 
has been compiled. 
C. Make sure each item en 
every list is a broad 
statement of intent 
which is not quantifi-
able. 
D. Rank or arrange the goal 
statements in order of 
their priority. 
3. Once the goals have been 
establishment, the task 
force then determines what 
the organization must do in 
order to achieve these 
goals. This becomes the 
second crucial step of 
dev~loping the organization 
Sequence 
120 
TABLE XIX (CONTINUED) 
Responsibility Step Activity 
objectives or those short 
statements of intent.which 
are quantifiable. 
4. The process of determining 
the organizational objec-
tives is best achieved by 
the following steps; 
A. Consider each organiza-
tional goal individu-
ally. 
B. Specifically state what 
is to be accomplished 
and by when for each 
goal statement. 
c. List results to be 
accomplished or major 
activities leading to 
the results. 
D. State the expected re-
sults or major activi-
ties in measurable 
terms. 
E. Be realistic in terms 
of available resources. 
F. Be realistic but pro-
vide challenge and 
growth. 
G. Identify "must" and 
"want" objectives and 
weigh them accordingly. 
H. Include qualitative as 
well as quantitative 
results. 
I. Put the objective into 
a time frame. (Organi~ 








usually put within a 
fiscal year time frame.) 
5. Present the task force 
recommendations for organi-
zational goals and objec-
tives to the top administra-
tion for modification and 
approval. 
6. Reviews the task force's 
recommendations and modifies 
the organizational goals 
and objectives as appropri-
ate,. 
7. Conducts a meeting with the 
first level managers 
(Regional Directors). 
A. Distributes a copy of 
organizational goals and 
objectives to each first 
level manager. 
B. Reviews the organiza-
tional goals and objec-
tives with the first 
level managers and sug-
gests some tentative 
goals and objectives 
that the first level 
managers should consider 
when they write their 
organizational goals and 
objectives for their * 
areas of responsibility. 
C. Requests the first level 
managers to develop, for 
Manager's Area of Responsibility: all the individuals within the 
Unit, Section, Division, Department, Region, Province, or any other sub-




TABLE XIX (CONTINUED) 
Responsibility 
First Level Managers 




their areas of respon-
sibility, the organiza-
tional goals and 
objectives that will 
enable the total organi-
zation to achieve its 
goals and objectives. 
Develops the first level 
management organizational 
goals that he feels must be 
achieved in his area of 
responsibility, in order to 
meet the total organiza-
tion's goals and objectives 
for the set time period. 
This can best be achieved 
by the following steps: 
A. Study where the mana-
ger's area of responsi-
bility has been in the 
past; 
B. Determine where the man-
ager's area of respon-
sibility is at the 
present time; 
C• Decide where the mana-
ger's area of responsi-
bility will be at some 
future data it if con-
tinues along the trend 
line it has set; 
D. Determine where the 
manager's area of re-
sponsibility would like 
to be at some future 
date, focusing on the 
key result areas which 
will determine the goals 









The key result.areas 
become the organiza-
tional goals, er those 
broad statements of in-
tent which are not 
quantifiable, and de-
fine conditions to be 
achieved year after year 
if the manager's.area 
of responsibility is to 
be successful. 
process of determining 
goals from the key 
result area is best achieved 
by the following steps: 
A. Compile a list of those 
things the manager's 
area of responsibility 
must do or would like 
to do concerning a par-
ticular key result area. 
This list should encom-
pass those accomplish-
ments the organization 
would like to achieve; 
those concerns the or-
ganization would like to 
overcome; or those op-
portunities the organi-
zation would like to 
take advantage of in 
this area. 
B. Repeat Step A until 
every key result area 
has been studied and a 
list of goal statements 
has been compiled. 
c. Make sure each item on 
every list is a broad 
statement of intent 




TABLE XIX (CONTINUED) 
Responsibility Step Activity 
D. Rank or arrange the 
goal statements in order 
of their priority. 
10. Once the goals have been 
established, the first level 
manager then determines 
what the manager's area of 
responsibility must do in 
order to achieve these 
goals. This becomes the 
second crucial step of 
developing the organiza-
tional objectives or those 
short statements of intent 
which are quantifiable. 
11. The process of determining 
the organizational objec-
tives is best achieved by 
the following steps: 
A. Consider each organiza-
tional goal individu-
ally. 
B. Specifically state what 
is to be accomplished 
and by when for each 
goal statement. 
C. List results to be 
accomplished or major 
activities leading to 
the results. 
D. List results to be 
accomplished or major 
activities in measur-
able terms. 
E. Be realistic in terms 
of available resources. 
F. Be realistic but pro-






TABLE XIX (CONTINUED) 
Responsibility. 
Top Administration 
or Director of. 
Animal Industry 
First Level Manager 
or Regional Director 
Step Activity 
G. Identify "must" and 
"want" objectives and 
weigh them accordingly. 
H. Include qualitative as 
well as quantitative 
results. 
I. Put the objectives into 
a time frame. (Organi-
zational objectives are 
usually put within a 
fiscal time frame.) 
12. Determine and list the coor-
dination with other agencies 
and/or departments that will 
be necessary in order to 
carry out the objectives 
that relate to the goal. 
13. Discuss the information and 
assistance needed with other 
agencies and/or departments 
concernedJ outlining speci-
fic requirements and fully 
explaining the reasons for 
the requirements. 
14. Meet with the top adminis-
tration to present the or-
ganizational goals and 





solidates, and approves the 
organizational goals and 
objectives of the first 
level manager.at the negoti-
ation session. 
Conducts a meeting with the 
second level managers (Pro-
gram Officers) in his or 
her area of responsibility. 
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TABLE XIX (CONTINUED) 
Sequence Responsibility Step Activity 
A. Distributes a copy of 
his or her organiza-
tional goals and objec-
tives to each second 
level manager. 
B. Reviews the first level 
manager's organizational 
goals and objectives 
with the second level 
managers, and suggests 
some tentative goals 
and objectives that the 
second level managers 
should consider when 
they write their organi~ 
zational goals and 
objectives for their 
area of responsibility. 
c. Requests the second 
level managers to 
develop for their areas 
of responsibility the 
organizational goals 
and directions that will 
enable the first level 
manager to achieve his 
or her objectives. 
6 Second Level.Manager 17. Develops the second level 
or Program Officer management organizational 
goals that he or she feels 
must be achieved in his or 
her area of responsibility, 
in order to meet the first 
level manager's organiza-
tional goals and objectives 
for the set time period. 
This can best be achieved 
by the following steps: 
A. Study where the mana-
ger's area of responsi-




TABLE XIX (CONTINUED) 
Responsibility Step Activity 
B. Determine where the 
manager's area of re-
sponsibility is at the 
present time; 
C. Decide where the mana-
ger's area of responsi-
bility will be at some 
future date if it con-
tinues along the trend 
line it has set. 
D. Determine where the man-
ager's area of respon-
sibility would like to 
be at some future date, 
focusing on the key 
result areas which will 
determine the goals for 
the manager's area of 
responsibility. 
The key result areas 
become the organiza-
tional goals, or those 
broad statements of in-
tent which are not 
quantifiable, and define 
conditions to be 
achieved year after year 
if the manager's area 
of responsibility is to 
be successful. 
18. The process of determining 
the goals from the key re-
sult area is best achieved 
by the following steps: 
A. Compile a list of those 
things the manager's 
area of responsibility 
must do, or would like 
to do concerning a par-
ticular key result area. 
This list shauld 
Sequence 
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TABLE XIX (CONTINUED) 
Responsibility Step Activity 
encompass those accom-
plishments the organi-
zation would like to 
achieve; those concerns 
the organization would 
like to overcome; or 
those opportunities the 
organization would like 
to t~ke advantage of in 
this area. 
B. Repeat Step A until 
every key result area 
has been studied and a 
list of goal statements 
has been compiled. 
C. Make sure each item on 
every list is a broad 
statement of intent 
which is not quantif i-
able. 
D. Rank or arrange the 
~oal statements in order 
of their priority. 
19. Once the goals have been 
established, the second 
level manager then deter-
mines what the.manager's 
area of responsibility must 
do in order to achieve these 
goals. This becomes the 
second crucial step of 
developing the organiza-
tional objectives or those 
short statements of intent 
which are quantifiable. 
20. The process of determining 
the organizational objec-
tives is best achieved by 
the following steps: 
A. Consider each goal of 
Sequence 
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TABLE XIX (CONTINUED) 
Responsibility Step Activity 
the organization indi-
vidually. 
B. Specifically state what 
is to be accomplished 
and by when for each 
goal statement. 
C. List results to be 
accomplished or major 
activities leading to 
the results. 
D. State the expected re-
sults or major activi-
ties in measurable 
terms. 
E. Be realistic in terms 
of available resources. 
F. Be realistic in terms 
of challenge and 
growth. 
G. Identify "must 11 and 
"want" objectives and 
weigh them accordingly. 
H. Include qualitative as 
well as quantitative 
results. 
I. Put the objective into 
a time frame. (Organi-
zational objectives are 
usually put within a 
fiscal year time frame). 
21. Determine and list the 
coordination with other 
agencies and/or departments 
that will be necessary to 
carry out the objectives 





TABLE XIX (CONTINUED) 
Responsibility .. 
First Level Manager 
or Regional Director 
Second Level Manager 
or Program Officer 
Step. Activity 
22. Discuss the information and 
assistance needed with other 
agencies and/or departments 
concerned, outlining speci-
fic requirements and fully 
explaining the reasons for 
the requirements. 
23. Meet with the first level 
manager to present the or-
ganizational goals and ob-





solidates, and approves the 
organizational goals and 
objectives of the second 
level manager at the nego-
tiation session. 
Conducts a meeting with the 
third level managers (Live-
stock Extension Technicians) 
in his or her area of re-
sponsibility. 
A. Distributes a copy of 
his or her organiza-
tional goals and objec-
tives to each third 
level manager. 
B. Reviews the second level 
manager's organizational .... 
goals and objectives 
with the third level 
managers and suggests 
some tentative goal.'3 
and objectives.that the 
third level managers 
should consider when 
they write their organi~ 
zational goals and ob-
jectives for their area 
of responsibility. 
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TABLE XIX (CONTINUED) 
Sequence Responsibility. 
9. Continue on as before 
until the cycle has 
reached every .. level of. 
management in .. the .. ·. 
organization •. 
(25, pp. 8-17) 
Step Activity 
C. Requests the third level 
managers to develop for 
their areas of respon-
sibility, the organiza-
tional goals and 
objectives that will 
enable the second level 
manager to achieve his 
or her goals and.objec-
tives. 
Table XIX very well illustrates the proper sequence for developing 
organizational goals and objectives. To apply this sequence of organi-
zational goals and objectives to the Bureau of Animal Industry Livestock 
Extension Unit will provide an example of how Management by Objectives 
may be applied to a particular division or institution. 
The following example of organizational goals and objectives has 
been developed for the Bureau of Animal Industry Livestock Extension 
Unit for the fiscal year 1976. This example purposes two goals and 
develops corresponding objectives. 
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EXAMPLE OF ORGANIZATIONAL GOALS AND OBJECTIVES 
BUREAU OF ANIMAL INDUSTRY LIVESTOCK 
EXTENSION UNIT 
Fiscal Year 1976 
Goal 
To assit the livestock producers in the Philippines through exten-
sion education to utilize their agricultural economics and resources as 
to bring about improvement in their quality of life. 
Objectives 
1. To develop a Livestock Extension Newsletter by May 1, 1976. 
2. To conduct two regional seminars on livestock production by 
April 15, 1976. 
Goal 
To provide services to Livestock Extension Technicians to improve 
planning, reporting, evaluation, and delivery systems by April 1, 1976. 
Objectives 
1. To develop a Livestock Extension Manual by June 1, 1976. 
2. To develop a plan for induction training of Livestock Extension 
Technicians by June 30, 1976 • 
• 
3. To develop a plan for in-service training of Livestock Extension 
Technicians by June 30, 1976. 
4. To conduct two regional seminars on MBO during fiscal year 1976 
and establish MBO in two regions by fiscal year 1976. 
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Developing Personal Job Functions and 
Performance Objectives 
In the process of achieving the organizational goals and objectives, 
the need for individual accountability becomes apparent (25). Develop-
ing personal job functions and performance objectives may solve the per-
ceived problems of the extension service, namely: (1) unrealistic 
performance objectives; (2) Technicians still "service oriented"; (3) 
use of Technicians to render service other than what is called for in 
their duties; (4) impossibility or impracticability of delineating Exten-
sion Technicians from Livestock Inspectors; and possibly (5) lack of 
inclination to extension work. 
* To begin, the "manager" and "subordinate" must mutually decide 
upon the major segments of the subordinate's work, or those general areas 
within that the individual is held accountable for in producing results 
(25). These key responsibility areas of a job become the individual's 
personal job functions. 
Once the personal job functions have been identified and agreed 
upon, the subordinate will begin developing performance objectives for 
each identified job function (25). These performance objectives are 
short statements of intent which are quantifiable and should indicate 
what is to be accomplished and by when. 
As a guide in developing the performance objectives, the individual 
should return to the organizational goals and objectives that have been 
* "Manager" may refer to a Regional Director and a Provincial Program 
Officer as his "subordinate," or a Provincial Program Officer may be 
considered as a manager and a Technician as his or her subordinate. 
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developed for his or her area of responsibility, and project his perfor-
mance objectives consistent with the organizational goals and objectives 
previously set for the agency, division, section, unit, department, 
region, or province. A high degree of congruence between the performance 
objectives of the individual and the organizational goals and objectives 
is desired at this juncture. 
Therefore, as the organizational goals and objectives give the 
direction and specific measurable targets to be achieved by the total 
* management area, the manager and the subordinates within that management 
area are also held accountable for achieving certain performance objec-
tives within their major areas of responsibility on the job (25). 
The sequence for developing major job functions and performance 
objectives (Table XX), a flow chart (Figure 9), and an example of per-
sonal job functions and performance objectives are presented in the 
succeeding pages. 
TABLE XX 
SEQUENCE FOR DEVELOPING PERSONAL JOB FUNCTIONS 







Writes the major job func-
tions of his or her sub-
ordinate. 

















A. Keeping in mind the 
major functions are 
those key result areas 
or general objectives 
for which the subor-
dinate is held ac-
countable. They are 
the major responsi-
bilities of his or her 
position. 
Writes his or her own 
major job functions. 
(Note: Step 1 A. above.) 
Meet and discuss the major 
job functions and mutually 
agree on the job content 
and the relative impor-
tance of each major job 
function. 
4. The manager suggests ten-
tative performance objec-
tives for each job func-
tion of his or her 
subordinate. 
5. Manager requests the 
subordinate to develop 
specific performance ob-
4. 
j ec ti ves for each job 
function, that the subor-
dinate feels must be 
achieved in his or her 
area of responsibility to 
enable the management area 
to meet its organizational 
goals and objectives for 
the coming year. 
For each job function, the 
subordinate lists the spe-
cific results he or she 
expects to accomplish dur-
ing the time period 
covered. Performance 
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A. Specifically state what 
is to be accomplished 
and by when. 
B. List results to be ac-
complished or major 
activities leading to 
the results. 
C. State the expected re-
sults or major activi-
ties in measurable terms 
D. Complement or support 
the manager's organiza-
tional goals and objec-
tives. 
E. Be realistic in terms 
of available resources. 
F. Be realistic but provide 
challenge and growth. 
G. Identify "must" and 
"want" objectives and 
weigh them accordingly. 
H. Include qualitative as 
well as quanitative 
results. 
Meet and negotiate the sub-
ordinates' performance ob-
jectives and mutually agree 
upon the importance and dif-
ficulty of the objectives. 
Begins work on objectives 
and know he or she will be 












7 r-----=:__ __ _ 
Negotiates and 
Assigns Importance 
















* "Manager'' may refer to a Regional Director and a Provincial Program 
Officer as his "subordinate," or a Provincial Program Officer may be 
considered as a manager and a Technician as his or her subordinate. 
Figure 9. Job Functions and Performance 
Objectives-Flow Chart 
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EXAMPLE OF PERSONAL JOB FUNCTIONS AND 
PERFORMANCE OBJECTIVES 
Unit Livestock Extension Unit 
Person Mr. John Doe, Extension .Sup~rvise.r 
Major Job Functions 
List, in order of importance, 
the key responsibility areas 
of your job. (Those general 
areas within which you are 




Supervising and Directing 
Job Objectives 
For each Jab Function, list the specific 
results you expect to accomplish during 
the time period covered. Objectives 
should include what .. is to. be accom-
plished,, by what date, at what cost and 
quality, etc. 
1. To conduct a benchmark survey to 
determine the needs of the livestock 
producers in two provinces by July 
15, 1976. 
2. To conduct MBO workshops in two 
provinces by May 1, 1976. 
3. To conduct two.provincial seminars 
on livestock production and control 
and eradication of livestock and 
poultry diseases during FY 1976. 
4. To submit a minimum of five possible 
clientele, identify their problems 
and recommend possible solutions to 
these problems, including assistance 
in their eperations within two weeks 
upon notice during FY.1976. 
1. To submit two research proposals on 
the control of liver fluke to the 
Director of Animal Industry by July 
15, 1976. 
2. To submit the manuscript of the study 
on the control of liver fluke to the 
Director of Animal Industry by June 
15, 1977. 
1. Assign work plans to members of the 
staff by July 15, 1976. 
139 
EXAMPLES OF PERSONAL JOB FUNCTIONS AND 
PERFORMANCE OBJECTIVES 
Unit Livestock Extension _Unit 
Person Mr. John Doe, Extension Supervisor 
Major Job Functions 




Other duties as assigned 
Job Objectives 
2. Conduct weekly meetings with members 
of the staff during FY 1976. 
3. Conduct a quarterly MBO performance 
review with one.Regional.Director 
and four Program Officers during FY 
1976. 
4. Conduct semi-annual and annual MBO 
performance reviews with Extension 
Technicians in four provinces during 
FY 1976. 
1. To identify, recruit, interview, and 
recommend appropriate staff within 
two months after a vacancy exists 
during FY 1976. 
2. To review the work load and progress 
of the Livestock Extension Unit at 
the end of each quarter during FY 
1976 to determine staff requirements 
and make recommendations to the 
Director of Animal Industry. 
1. To identify agencies, or persons in-
volved; set up meetings; and estab-
lish objectives within two;weeks from 
the time activity is ideritified dur-
ing FY 1976. 
1 To submit a monthly and annual status 
report to the Director of Animal 
Industry five days before the due 
date during FY 1976. 
1. To establish priorities and obj ec-
ti ves of special assignments and pro-
jects within five days from time 
assigned during FY 1976. 
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Performance Evaluation: Achievement Measurement 
When the organizational goals and objectives have been developed, 
along with the personal job functions and performance objectives and 
implemented as desired, the next and final stage to implementing an 
effective Management by Objectives System is the performance evaluation. 
Performance evaluation is defined as the review of the performance of 
each staff member in terms of how well previously established perfor-
mance objectives have been accomplished (25). 
The performance evaluation has two major goals (25). The first and 
primary goal is to improve the performance of the individual in his 
present position, and the second is to identify those individuals who 
are capable of performing tasks involving greater responsibilities and 
to assist them in preparing themselves for the future. 
Performance evaluation allows the individual to receive regular 
consideration, to find out how he or she stands, and to establish a basis 
for improving performance (25). The manager has a basis for obtaining 
improved performance, making fair, consistent decisions, and counselling 
formally and informally. In addition, the organization has more objec-
tive data, a better knowledge of human resources, and a basis for accel-
erating staff development. 
Performance evaluation, therefore, attempts to solve other per-
ceived problems of the livestock extension service, namely: (1) lack of 
objective appraisal; (2) lack of periodic appraisal; (3) lack of objec-
tive record sheets; (4) inefficient feedback system; and possibly (5) 
lack of personal growth when evaluation is linked with the staff develop-
ment and reward system of the Bureau of Animal Industry. 
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Before analyzing individual performance, there are a number of fac-
tors to be considered (25). Has the individual had an opportllllity to 
perform? Has the individual had the assistance that was necessary? Has 
there been a reasonable working relationship between the individual and 
his superior? 
Measuring the individual's performance during the performance re-
view is basically a three step process (25, p. 45): 
1. Review the performance objectives. Review the perfor-
mance objectives for the time period covered. 
2. Measure the job performance. Measure the job perfor-
mance by determining the achievement level that the 
individual has. attained while working toward the objec-
tive. The level to which an individual has achieved 
his objectives may be classified as follows: 
Level 1 - No activity 
Level 2 - Little done 
Level 3 - P ar.tially met 
Level 4 - Achieved 
Level 5 - Exceeded 
3. Determine the.cause for not meeting the performance 
objective. Failure .. to achieve objectives may. be the 
fault of the manager and the situation, .as well as 
the fault of the subordinate. Once the cause of the 
failure is identified, a plan of action should be 
discussed in order to improve future performance. 
Achievement measurement consists of two parts--interim progress 
reviews and annual performance evaluation. An example of a performance 
evaluation may be seen in Table XX!. 
Performance evaluation, as previously presented, dealt with the 
major job fllllctions and job objectives of the personnel within the agency. 
It did not concern itself with the results or behavioral changes occur-
ring or already occurred among the clientele which are the beneficiaries 
of the extension inputs rendered by the agency. 
Since the extension service exists as a means for the delivery of 
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TABLE XXI 
EXAMPLE OF PERFORMANCE EVALUATION 
Kl~or J'ob' Punoticml Job Ob,19ot4.ft1 Perto:runoe RrrlAw 
- "-•'• toP •·•·~-
~~~ Ach-~( Lilt, in order ot 111Fm"tmoe, the Par Hoh Job P\mctian1 lift the lpt,O:ltio NIUltl JW upect ••• h UH thia ool,,_ to ccnt:!nuall,v updet.e 
=."CC!~~.:.:1J:n to uollllPlioh dur1nl tho Mm poriod ""'!INd• Objeotin1 objlctiw1 or to inter pouible N~ lhould :lnoludl 1rfhat ~ to bl 1aomplJ.lbld, bl' whaj; date, It 
33 33 53 
vhf ICllll Ob,1Htiftll Wirt aoetdld and 
whiah ::rou are hlild 1coount1ble tor whit con Ind qualJ.tJ', eta. .!),!! .:!~ - ... not lllt """" conduotlna tho produoinc NIUlt1,) 
11 
pil'tol'llllftOI NTiew, 
l. ii 1j J~ ~! i. J 
Pl- l. To canduct 1 ~ P1'V91' to detlmlm tM needl x 
~ tho liWltOak pfod-N In Wo pl'OV!noll lY ~ 
15, 1976. 
2, To ccaduct HllJ wrlmbopl !n two provinola by Xq l, x MOO wol'klhopm wre conducted :In 
1976. three pronno ... 
3, 'l'o conduct tw prorlncUl -1.nara on llveatack x 
production, and control and eNdioaticn ot UWstoclr 
- poul.t.,. d1M1111 •urins .. 1976. 
"· To 1u't:mi.t 1 mm... ot fiw po11ible oliantele, x ' I identify tmir problem Ind r11ccm.m pollible 
1olutiaa1 to tbH• probl.1111, inolwlinl IHiltlnOI 
in their operat:lcm within two wtkl upon notice 
dlll'in1 Ft 1976. 
R9Harch l. To 1utait two ~Huob proponlJI on the control ot x 
11 ... tl.Ulcl to 'tho lll>ootor" ot - .Illd .. t.,. 1iy 
~ 15, 1976. 
2. To 1u1:ait thl lllllUloript. ot the 1tudr on thl control x 
~ 11 ... tl.Ulcl to tho lll>ootor ~ Anlul Illdlllt.,. bf 
"""" 15, 1977. 
Supervialng - DlrOcting l. Aa11an work plans to lllmblN ot the atatt. by Jul1' 15, · 
1976. 
x 
2, Conduct llMkJ¥ metinga with members or the eta.tr 
durlng FY 1976, 
x 
3, Conduct a quarter:q MB'J performance :r.ev1ewe Ji.th one x Inadequate statf' to handle :.he 
Regional Director and tour Program. Ottioers during pertomance review. 
,.,. 1976. . . 
"· Jonduct sami-ann.ual and annual MOO pertomance reviewa x 
I I 
with Ed.elll!lion Technicianl!I in tour prov1ncee during 
Fr 1976. 
Statting l. To identity, recruit, intenietti and. Nccmaand. x 
appropriate statt withiri two qitM .tttr a Vacancy 
oxiat durlng FY 1976. . 
2. To review the work load and progrelle of the 
Livestock Eictension Unit at the enll ot uch 
x 
quarter during FI 1976 to determin\ ltdt 
requ1remnt11 mi lllllke rec1n1900.tillll'll to the 
Director ot .Animal Induatr,v. 
Coordination l. To identify age'nciee, or peracme ihvolvedJ eet up x 
meetings; and eetablll!lh objective• Within two 
weeka trm. the t:lm activity iii idbntid.ed during 
FY 1976, 
AdminUtrative l. To subait a .mantb]T mid annwll .11tet11a l'tlpo:rt to the x 
Director ot Animal Induatry live dqm bttore the 
due dlto during Fr 1976, 
Other duties aa aae1i;ned l. 'J'o eetabliah priorities and ob;tectinia ot 1P9Ci.al 
ued.s•nt11 and project.a within five dQ'l!I traa. tine 
u11ipd during FX' 1976. 
x 
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knowledge, to effect behavioral changes among the clientele that would 
possibly cause improvement in their quality of life, there is a need for 
obtaining direct information from them concerning the impact of the ser-
vices rendered by the agency. 
This is an important aspect of evaluation in extension that must be 
treated as an integral part of the overall appraisal scheme. It offers 
a direct communication and involvement of the clientele with the exten-
sionmen. The extension service ends with the clientele. It is here 
with these clientele where the needs of the future could be arrived at, 
stated, not by the planners or personnel of the Bureau of Animal Industry, 
but by those who bear the tax burden, the people they serve. 
Strategies to Implement a Management by 
Objectives System 
There are several approaches to implementing a Management by Objec-
tives System (25). Any approach, however; requires the support and 
encouragement of the top administration. In fact, at eac"ti management 
level, the manager's acceptance of this system will determine to a great 
extent whether or not his subordinates accept and make the system work. 
The recommended approach to implementing the system starts from the 
top administrative level in the agency which is the Director of Animal 
Industry and filters down through all the levels within the agency. In 
order for this approach to work correctly, the Director of Animal Indus-
try must be favorable to the concept of Management by Objectives and the 
idea of implementing this system of management into the agency. 
Once this first major step has been taken, it is recommended that 
an individual be appointed by the top administration to study the concept 
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of the Management by Objectives System (25). This individual should be-
come familiar with and knowledgeable about the system to the extent that 
he or she will be able to conduct orientation workshops on Management by 
Objectives for the personnel of the organization at a future date. 
Leverenz et al. (25) recommended that an MBO Director be appointed 
one level below the top administrator in order to report the progress of 
the implementation of the system directly to the top administrator to 
insure a continued and effective feedback system· throughout the entire 
process of implementation. 
After the appointment of the MBO Director, the next step would be 
for this individual to contact a reputable and knowledgeable management 
consultant and arrange a two- or three-day Management by Objectives ori-
entation conference for the top administrators and the first and second 
level managers of the organization (25). This conference would allow 
the top administration to study the Management by Objectives concept in 
detail and determine the acceptance of such a management system from 
the first and second level managers' comments and interests. This would 
also allow the MBO Director an opportunity to inquire about any specific 
questions he or she may have, before the implementation actually begins 
throughout the organization and to receive additional information which 
may be of vital importance later on. 
The next step is the crucial step to the acceptance or rejection of 
this Management by Objectives System (25). It is now the responsibility 
of the Director of ·.Animal Industry to make the decision to continue on 
with the system or to abandon it. This is done by the commitment of the 
top administrator or the Director of .Animal Industry to the system or by 
his lack of commitment. If the commitment is given for the implementation 
145 
of the Management by Objectives System, the Bureau of Animal Industry 
has received the support, encouragement, and the determination of the top 
administrators to implement the system until it becomes completely oper-
able. Without this commitment from the top administrators, the support-
ing staff will not view the system as an important management technique 
for their organization, and therefore, lose what interest has been 
developed thus far (25). 
Assuming the commitment has been given, the MBO Director should be 
allowed to recruit a staff suitable to develop a data base from which to 
begin, handle the implementation, and maintain the system once the 
sequence filters down through all levels of the organization (25). 
The next step for the MBO Director and staff is to develop and/or 
compile a data base from which the organization will be able to determine 
where they have been in the past and where they are now (25). This 
information is necessary in developing organizational goals and objec-
tives that will determine where the organization would like to be at 
some future date. 
This data base will be extremely useful for the next step, that of 
organizing a task force to develop recommendations for organizational 
goals and objectives which will be submitted to the top administration 
for review, modification, and approval (25). The task force recommended 
should consist of five to eight people, and these individuals be selec-
ted by the MBO Director for their knowledge and favorable attitude toward 
the Management by Objectives concept. 
Once the top administration has reviewed, modified, and approved 
the task force's recommendations, the MBO Director should schedule a 
workshop with the first level managers and distribute a copy of the 
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organization's goals and objectives to all those concerned (25). 
It is recommended that this workshop be scheduled for a minimum of 
two days of work and consist of no more managers than the MBO Director 
and staff are able to give personal attention to upon request (25). It 
is further recommended that the morning session of the first day be a 
complete orientation to the concepts and workings of the Management by 
Objectives System and the development of organizational goals and objec-
tives. This orientation should be flexible enough to allow any and all 
questions the first level managers bring up for discussion. That after-
noon the managers should make a concentrated effort to develop the 
orientation goals and objectives for their areas of responsibility. 
The second day of the workshop should begin with an orientation and 
instruction on developing personal job functions and performance objec-
tives by the MBO Director (25). As in the first session, this session 
should be.flexible enough to allow any question to be asked and explained. 
That afternoon t~e managers should begin writing their personal job 
functions and performance objectives. 
Following the workshop for the first level managers, a time should 
be scheduled with each manager to conduct a similar workshop for his or 
her staff (25). This sytem of two-day workshops will continue on in the 
same manner until everyone in the organization has been reached. This 
will require the major portion of the MBO Director's time, and the indi-
vidual assistance given will keep the MBO staff occupied for the remain-
ing time of the implementation for the entire organization. 
Alternative Strategies 
Although a top down flow for implementing Management by Objectives 
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is recommended, this type of flow will not work in an organization if 
the top administrator or the Director of Animal Industry and Regional 
Directors are not quite sure of committing themselves to implementing 
the system. Often times, this situation requires a reinforcement from 
an external factor before a commitment will be given (25). 
In a situation such as this, the writer recommends that the MBO 
Director attempt to implement the system into a division or region out-
side the home organization; that is, the Central Office in Manila. Once 
the Director of Animal Industry views the success and receives reinforce-
ment for this system of management from the participating division or 
region, the Director, the Division Chiefs and Regional Directors may also 
commit themselves to implementing the system in their level. 
Another alternative to implement the system would be to initiate it 
within one division or unit, say the Livestock Extension Unit, and then 
let it work its way horizontally to other divisions or units at the same 
level, and vertically to those divisions or regions at a higher or lower 
level in the organization. 
The present structure of the Bureau of Animal Industry seems to 
limit the possibility of appointing an MBO Director one level below the 
top administrator or the Director of Animal Industry because such a 
position is occupied by the Assistant Director of Animal Industry. In 
view of this situation, the writer proposed that the existing position 
one level below the Director of Animal Industry be designated an MBO 
Director, in addition to his present duties, or the Bureau of Animal 
Industry has to be restructured and a position for an MBO Director be 
appointed. If these suggestions are of remote possibility, perhaps a 
workable alternative acceptable to those concerned could be arrived at. 
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Difficulties and Problems of Implementation 
Adopting a new management system into any organization rarely occurs 
without problems that need to be confronted and difficulties which need 
to be surmounted (25). Therefore, the anticipated problems or pitfalls 
as previously discussed in the review of literature could serve as a 
caution or guide in implementing the Management by Objectives System. 
CHAPTER VI 
SUMMARY AND RECOMMENDATIONS 
Summary 
The central concern of the study was to find out the present situ-
ation of the Bureau of Animal Industry Livestock Extension Service in 
the Philippines and how the principles of the Management by Objectives 
System could be projected to fit into the situation. 
A combination of closed and open-ended types of questionnaires were 
used to obtain information from four types of population. One population 
was represented by the Central Off ice Administrators comprised of the 
Director of Animal Industry, the Assistant Director of Animal Industry, 
the NFAC Livestock Action Officer, and the National Livestock Program 
Coordinator. 
The Central Office Administrators added two more respondents--the 
Chief, Regulations and Disease Control Section, and the Chief, Planning 
Officer, making a total of six respondents to comprise the Central Office 
Administrators. However, the NFAC Livestock Action Officer failed to 
return his response to the writer for a good reason. This resulted in 
83.3 percent return from the Central Office. 
The second type of population was represented by the Regional Direc-
tors. Six or 54.5 percent of the 11 Regional Directors of the Bureau of 
Animal Industry returned their responses to the writer. 
The third type of population was represented by the Provincial 
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Program Officers. Of the 26 Provincial Program Officers of the Bureau 
of Animal Industry, 11 or 42.3 percent furnished this writer with valu-
able information, while seven returned their respenses using the form 
intended for the Livestock Extension Technicians, giving a 69.2 percent 
total return. 
The fourth type of populatien was represented by the Livestock Ex-
tension Technicians of which 53.0 percent of the 100 furnished this 
writer with valuable information, while nine returned their responses 
using the form intended for the Provincial Program Officers, and one 
returned the questionnaire without any responses. Excluding the returned 
questionnaire which has no responses, a total of 62.0 percent return was 
obtained from the Livestock Extension Technicians. 
Except for a few selected items, the response of the Provincial Pro-
gram Officers and the Livestock Extensien Technicians who used the wrong 
form offered minor value to the study. 
The information obtained by this writer from the respondents was 
how the Bureau of Animal Industry Livestock Extension Unit was created; 
degree of participation in the establishment of goals and objectives for 
the organization; job functions and performance objectives for the per-
sonnel involved with planning and implementation of the livestock exten-
sion program; the problems of .the Livestock Extension Service as perceived 
by personnel at the various levels; the criteria for p~omotion as per-
ceived by personnel at the various levels; the degree of accountability 
of the various personnel for their success or failure in achieving the 
desired results; job functions of Provincial Program Officers; and other 
factors the extension personnel felt might contribute towards their effec-
tiveness. 
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The study revealed that the Bureau of Animal Industry Livestock Ex-
ten~ion Unit was created by Special Order issued by the Secretary of 
Agriculture and Natural Resources upon recommendation of the Director of 
Animal Industry. The creation of this unit was also an internal arrange-
ment made between the Department of Agriculture and Natural Resources 
and the Bureau of Animal Industry. 
The study also revealed that program planning is primarily initiated 
by the Central Office Administrators in Manila, Philippines. While pro-
gram planning appeared to be centralized, there is a high degree of 
flexibility with the lower management levels having to prepare their own 
programs and set their objectives consistent with the national policies, 
goals, and objectives of the organization. 
At the regional level, program planning appeared to be initiated by 
the Regional Directors and Provincial Program Officers with the Livestock 
Extension Technicians having some degree of participation. At the pro-
vincial level, the Program Officers themselves initiate the programming 
process with the Livestock Extension Technicians having a better degree 
of participation than they have in the regional level. 
Criteria for promotion, accountability, and perception of problems 
of the Livestock Extension Service were viewed by the respondents at 
varying degrees or magnitude. The major job functions of the Provincial 
Program Officers were reported to be as few as only two, to as many as 
six major job functions. 
In general, the major problems of the Livestock Extension Service 
appeared to be manpower, knowledge of extension education, transportation, 
communication, feedforward materials (like reference materials, research 
publications, etc.), personal growth, and evaluation. 
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In the lower management levels, highly centralized budgeting, fund-
ing, supplies, reports and reporting system, evaluation, feedback, pro-
cedures and policies, the Extension Technicians' apparent dissatisfaction 
with their present designation, and above all leadership seemed to be 
the major problems. 
A majority of the personnel serving in the Livestock Extension Ser-
vice appeared as having been appointed Livestock Inspector, a position 
which is "service-oriented," and subsequently designated as Livestock 
Extension Technician. 
The study also seemed to reveal the existence of a homogeneous in-
formal group occupying top positions in the organization. 
Recommendations 
Since the present personnel of the Bureau of Animal Industry Live-
stock Extension Unit are estimated to be more than 10 percent of the 
total employees of the agency and since it is important to improve the 
effectiveness and personality of the unit, it is recommended that it be 
designated a division, if this has not yet been done. 
The problems of the Livestock Extension Service as perceived by 
personnel at the various levels supported the need for the Management by 
Objectives System. The installation of the :MBO System in the Bureau of 
Animal Industry Livestock Extension is recommended to overcome these 
problems. 
A majority of the personnel of the Livestock Extension Service are 
appointed Livestock Inspector and subsequently designated as Livestock 
Extension Technician. Since this was indicated as a problem by many of 
those personnel, it is recommended that their designation be changed with 
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appointment and a career ladder be established for their position. 
Since manpower appeared to be one of the greatest problems confront-
ing the Bureau of Animal Industry Livestock Extension Service, this 
writer recommends training or retraining of personnel directly involved 
with the program, including Regional Directors. 
To re-examine the functions of some personnel charged with imple-
menting the Bureau of Animal Industry programs is within the powers and 
prerogatives of top management and should be considered in view of the 
variety of functions reported. 
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LIVESTOCK EXTENSION IN THE PHILIPPINES 11 
by F, G, Villarta 
GUIDELINES ON THE USE OF THE QUESTIONNAIRES 
A, Please study and appraise the questionnaires and find out whether or 
not they are understood and acceptable by the respondents, If the 
questionnaires are acceptable, please monitor them to all concern, 
B, The sample selected for this study are: 
l, Administrators from Central Office, Manila 
Questionnaire for Central Office, Manila, is directed towards 
four administrators: 
a, The Director of Animal Industry 
b, The Assistant Director of Animal Industry 
c, The NFAC Livestock Action Officer 
d, The National Liveetock Extension Program Coordinator 
Queetionnaire may be answered individual.ly by the four adminietratore 
and their responees will be treated individual..zy, Or, the Director 
of Anilnal Industry, as head ot the agency, may select a repreeentative 
tor the group, to anawer the questionnaire intended for the four 
administratore, Reeponeee of the repreeentative, ehould rep;repent 
the opinion of Central Office, Manila, 
2, All Regional Directors of the Bureau ot Animal Industry 
3, All Provincial Program Officere of the Bureau of Animal Industry 
4, At least one hundred Liveetock Extension Techn:J,.cians of the 
Bureau of Animal Industry, preferably from the different regions 
of the country. 
C, The names or' the Regional Directors, Provincial Program Officers and 
Livestock Extension Technicians need~ be indicated in the questionnaire, 
In this way, their identity will be unknown and will remain unknown, 
Their responses will be treated as a group and ~ individually. 
D, Questionnaires intended for Central Office, Regional Offices, Provincial 
Offices and Livestock Extension Technicians are~ accordingly. 
E, Please answer the questions as truthful.ly as you can, The· success of 
this study depends on your willingness to answer the questions in a 
truthful and careful manner, 
F, It is suggested that the questionnaire intended for a particular provincial 
office be administered at a certain time and date, Questionnaire once 
completed, will be collected by the one administering it, 
G, Pleas.e send completed questionnaire by AIRMAIL to: 
F, G, Villarta 
c/o Roam 235 Agricultural Education Dept, 
Oklahoma State University 
Stillwater, Oklahoma 74Cfl4 
U, S, A, . 
on or before January 15, 1975. 
Thank you, 
·~&.~ 
rERICO G, VILLARTA 
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"PROJECTION OF THE MANAGEMENT BY OBJECTIVES 
SYSTEM FOR THE BUREAU OF ANIMAL .INDUSTRY 
LIVF.s'IDCK EXTENSION IN THE PHILIPPINES" 
by F. G. Villarta 
QUESTIONNAIRE 
The National Food and Ag?"iculture Council (NFAC) was created by 
Executive Order No. 183 on May 6, 1969, as a coordinating body that shall 
oversee, unify and integ?"ate the administration and implementation of the 
total food production program of the Philippine government. 
Question l 
In prepering a national prog?"am for the Bureau of Animal Industry (BAI), 
it seems logical that the BAI should pattern its national goals and 
objectives consistent with the national policy, goals and objectives 
of the Depertment of Agriculture. Do you support such statement? 
) Yes ) No 
Question 2 




When a national program or the BAI is prepered, before the progl'am is 
finalized, the Director or ABBistant Director of the BAI normally has to 
confer with: (Please consider only one answer.) 
Que.stion 4 
Top Officials or the Department or Ag?"iculture. 
his Starr. 
his Starr, Top Officials or the Depertment of Agriculture, 
the NFAC Livestock Action Officer, the Regional Directors 
and Provincial Program Officers. 
his Staff 1 Top Officials of the Depertment of Agriculture, 
the NFAC Livestock Action Officer, the Regional Directors, 
the Action Officers of the artificial ·insemination and 
forage developnent programs and Provincial Program Officers. 
Other possibility (please explain). 
Will the BAI national progl'am have to be approved first by Top Officers 
of the Depertment of Agriculture before it is implemented? 





CENTRAL OFFICE, REGIONAL OFFICF.S, PROVINCIAL OFFICES AND LIVES'IDCK EXTENSION TECHNICIANS QUESTIONNAIRE 
Question 8 
The following are possible problems of the Livestock Extension Service, Please rank these problems according to the scale indicated. 
If in your opinion there are other problems affecting the livestock extension program, please list these problems and rank them accordingly. 




1 2 3 4 5 
A, Manpower 
A-1. Lack of qualified extension staff -
in the Central Office •.••••••••••••• 1 
A-2. Lack of qualified extension staff 
in the Regional Offices ••••••••••••• 1 
A-3. Lack of qualified extension staff 
in the Provincial Offices • • • • • • • • • • • 1 
A-4. Lack of sufficient extension tech-
nicians .................... ,.. ... .... l 
A-5. Lack of training of extension ~­
nicians in extension concepts, 
extension methods, agribusiness, 
program planning and evaluation •••••• 1 
A-6. Lack of training of Provincial 
Program Officers in extension 
concepts, extension methods, 
agribusiness, program planning and 
evaluation • • • • • • • • • • .. • • • .. • • • • • • .. • 1 
A-7. Lack of training of Regional Directors 
in extension concepts, extension 
methods, agribusiness, program 








3 4 5 
3 4 5 
3 4 5 
3 4 5 
3 4 5 
3 4 5 
3 4 5 
Please circle the 
approwiatP nU111.bPr 
(No · - (GrPat 
problem) T1rob,_P111) 
1 2 3 b 5 
A-8. Lack of supervision of extension 
technicians .•.•• , ••• ; •• , • . • . . . • . • • • . . 1 
A-9. Lack of secretarial staff in Central, 
Regional and Provincial Offices ••• , . . 1 
A-10. Lack of administrative support from 
Top Administrators (higher in rank 
than the respondent) •• ; • • • • . . . • • • . . . • 1 
B. Funds 
B-1. Lack of travel i'unds •••••••••••••.••• 1 
B-2. Lack of funds to procure supplies 
and equipnent •••• , ••• , • , ••• , •• , , • • • • • 1 
C. Materials 
C-1. Lack of transportation for mobility 
of extension technicians ••••.••.••••• 1 
C-2. Lack of feedforward materials like 
reference materials, research 








3 l· 'i 
~ 4 5 
3 b. 5 
3 4 5 
3 l, 5 
.3 I. 5 




CENTRAL OFFICE, REGIDNAL OFFICES, PIDVINCIAL OFFICES AND LIVFS'IOCK ElCTENSION TECHNICIANS QUESTIONNAIRE 
Question 8 (Continuation on possible problems of the IJ,vestock Extension Service) 




appropriate number · 
(No . (Great 
problem) problem) 
1 2 .3 4 5 l 2 .3 4 .5 
C-.3. Lack of supplies and equipnent F. AEJ2raisal and Feedback S;mtem 
like filing cabinets, duplicating 
machines and photo equipnent ••••••••• 1 2 .3 4 5 F-1. Lack of ob1ective appraisal system ••• 1. 2 3 l! 5 
D. Communication F-2. Lack of periodic appraisal of 
extension program ••• , , ..•• , , •••••.•. i 2 .·3 L..' 5 
D-1. Too many dialects which hindered the : 
production of teaching aids •••••••••• 1 2 .3 4 5 F-.3. Lack of efficient feedback system._, •• 1 2 .. ~ ~. 5 ' 
D-2. Lack or delay of communication between F-4. Feedback not properly utilized for 
Central and field offices •••••••••••• 1 2 .3 4 5 improvement of the service; defensive 
attitude of some administrators, 
D-.3. Lack of understanding on the value of within and without the extension 
internal linkages among the various service, when unfavorable feedback 
BAI services •••••••••.••••••••••.•••• 1 2 .3 4 5 is received ....... , . , .. , .. , , , .. , , . , . 1 2· .3 4 '5· 
E. RellQrts and RellQrt:l:!:!g Slltem G. Other Problems 
E-1. Late submission of reports by field- G-1. Lack of job description of extension 
men ••. , .••.•...••••. , ..•..•.•........ 1 2 .3 4 5 technicians ......................... 1 2 .3 li 5' 
E-2, Reports are unsummarized; submitted as G-2. ~ is not well managed by extension 
originally prepared by fieldmen •••••• 1 2 .3 4 5 technici8llS ... _, ......... , .. • ...... , .. 1 2 .3 4 5 
E-.3. Reports are unrealistic; data needs G-.3. Extension tecl:micians are not fully 
verification .•.••••••••••••••••••••.• 1 2 .3 4 5 informed of policy trends .•••.•••••• 1 2 .3 L. ~ 
E-4. Inefficient filing system •••••••••••• 1 2 .3 4 5 G-4. Unrealistic performance objectives 
(::'.'targets .......................... 1 2 .3 I. 5 
E-5. Too many reports to submit ••••••••••• 1 2 3 4 5 
I-' 
°' w 
CENTRAL OFFICE QUESTIONNAIRE 
Question S (Continuation on possible problems of the Livestock Extension Service) 




G-5. Extension technicians are still 
"service oriented.11 , rather than 
education oriented •••••••••••••••••••• 
G-6. Lack of incentives for personal growth, 
e.g. promotion or salary increases .... 
G-7. Extension technicians are utilized.by 
Administrators to render service other 
than what is cal.led for in their duties, 




1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5 
Question 9 
As a deviation from the ''Standard Operating Procedure" in an 
upward flow of conmunication .from a OOURCE with a ~· 
through a ~. thence to the RECEIVER for action, in your 
opinion how would you consider this situation: (Please check 
those that apply.) · 
"SOURCE with a MESSAGE by-passing the CHANNEIS, then to the 
DIREC'IDR for action." 
( ) A prerogative of the Head of the Agency (Director) 
) Acceptable by the Head of the Agency (Director) 
( ) Unacceptable by the Head of the Agency (Director) 
Others (please axplain): 
Q!!!ation 10 







LIVES'IOCK EXTENSION TECHNICIANS QUESTIONNAIRE 
"Accountability", as used in the preceding question means that every 
person or group is answerable to some degree to another person or position 
for somethin~ (objectives) expressed in performance terms within specified 
constraints {time, money). 
Example, if we assume that: 
(a) A Regional Director having 2 Provincial Program Officers (PR) 1s) has 
received from the Director of Animal Industry a ?20,000.00 budget for 
FY 1974-75, 110,000.00 of which is intended for veterinary services 
and the other 110,000.00 for artificial breeding services; 
(b) The Regional Director has appropriated to each PR) 15,000.00 for 
veterinary services and another 15,000.00 for artificial breeding 
services; . 
(c) Each PR) has 3 Livestock Inspectors and 3 Artificial Breeding Technicians; 
(d) The minimum target for each Livestock Inspector is 2,000 stock or animal 
units (A.U.) of veterinary services, and the minimum target for each 
Artificial Breeding Technician is l,SOO breeding services; 
Therefore, the accountability for FY 1974-75 of: 
(A) A Livestock Inspector to his Provincial Program Officer is 2,000 A.U. 
of veterinary services; 
(B) An Artificial Breeding Technician to his Provincial Program Officer 
is l,SOO artificial breeding services; 
(C) A Provincial Program Officer to the Regional Director is 6,000 A.U 
of veterinary services and 3,600 artificial breeding services; and 
(D) A Regional Director to the Director of Animal Industry is 12,000 A.U. 
of veterinary services and 7,200 artificial breeding services. 
Question 11 
In program implementation or execution, what in your opinion is the degree 
of accountability for the success or failure of the following personnel in 
their respective field of assignment. 
Please .circle 
the appropriate number 
(Low) 
l 
A. The accountability of a Regional Director 
to the Director of Animal Industry for the 
achievement of results in his region is .•.•• l 
B. The accountab_ility of a Provincial Program 
Officer to the Regional Director for the 
achievement of results in hie province is ••. l 
c. The accountability of a Livestock Inspector 
or Artificial Breeding Technician to the 






3 4 5 
3 4 5 
3 4 5 
3 4 5 
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RESR>NDENT 1S INFURMATION SHEET 
166 
Appointment/Des~ation: ~-----------------
Highest Degree Attained: ------------------
Age (please check one): 
( ) 21 - .30 years old ( ) 51 - 60 years old 
( ) .3l ~ 40 years old ( ) over 60 years old 
( ) 4l -. 50 years old 
Number of years in the government service {please check one): 
( ) l - 5 years 
( ) 6 -. lO years 
( ) lJ. - 15 years 
.( ) 16 - 20 years 
( ) over 20 years 
Number of years in the Bureau of Animal Indust:r;r (please check one): 
( ) l - 5 years 
( ) 6 - lO years 
( ) lJ. - 15 years 
( ) 16 - 20 years 




" PBOJECTION OF THE MANAGEMENT Br OBJECTIVES 
SYSTEM FOR THE BUREAU OF ANlMAL INDUSTRY 
LIVESTOCK En'ENSION IN THE PHILIPPINK'> 11 
by F. G. Villarta 
REGIONAL 'OFFICE QUllSTIONNAIRE 
Question 1 
Do you prepare· a "regional program" and set your performance objectives 
or targets for the region? 
( ) Yes ( ) No 
Question 2 
1n. preparing a regional program for the Bureau of Animal Jn.dust:cy (BAI), 
it seems logical that the region should pattern its goals and objectives 
consistent with the national policy of the agency. Do you support such 
statement? 
( ) Yes ( ) No 
Question 3 
When a regional program of the BAI is prepared, before the program is 
finalized, the Region!ll Director no:nnaJ.4r has to cpnfer with: . (Please 
consider on:cy- one answer.) 
) his Staff. 
( ) his Staff and the Provincial Program Officers. 
) his Staff, the Provincial Program Officers, Livestock Jn.spectors, 
Artificial Breeding Technicians, Livestock Ext.ension Technicians 
and other fieldmen in his.region. 
( ) his Staff, the Provincial Program Officers, Livestock Jn.spectors, 
Art.ific;lal Breeding Technicians, Livestock Ext.ension Technicians 
and other fiel.dmen in his region; the Director of Animal Jn.dust:cy 
or his representative. 
( ) his Staff, the Provincial Program Officers, Livestock Inspectors, 
Artificial Breeding Technicians· and other field1111;m in his region; 
the Director of Animal Indust:cy or his representative and Top 
Officials o-f the Department of Agriculture or their representatives. 
( ) Other possibility (please e.Jq>lain), 
Question 4 
Does the regional: programhave to be apprcived first by the Director of 
Animal Indust:cy before it is implemented? 
( ) Yes ( ) No 
168 
REGIONAL OFFICE QUESTIONNAIRE 
Question 5 ~stion 6 QUestiQ!! 7 
What in your opinion, is the What in your opinion, is the degree What in your opinion, is the 
degree of participation of the of participation of the foll.owing degree of participation of the 
following personnel in the personnel in the preparation of the f'!)llowing ·personnel in the 
preparation of' the "regional goals", "regional targets" (kilograms or preparation of' job functions or 
(satisfaction of the effective tons of meat, milk or eggs or specific duties and :responsi-
demand and exportation of' surplus) · services, number of' A.U. to be bilities of' personnel direct:cy-
of the meat and egg production :i.Dmunized by a Livestock Inspector, involved in the implementation 
programs of the BAI. or number of' cooperators each 
Extension Technician). 
of' the BAI program f'or FY 1974-75. 
Please circle Please circle Please circle 








0 1 2 .3 4 5 0 1 2 .3 4 I; 0 1 2 .3 4 5 
Top Officials of the Dept. of Agr ••••••• 0 1 2 .3 4 5 0 1 2 .3 4 0 1 2 .3 4 5 
Director/Assistant Director of' BAI ••••• 0 1 2 .3 4 5 0 1 2 .3 4 5 0 1 2 .3 4 5 
Staff of' the Director/Assistant Director 
of BAI , ............... , ••••••• , ••••••••• 0 1 2 .3 4 5 0 1 2 .3 4 5 0 1 2 .3 4 5 
NFAC Livestock Action Officer •••••••••• 0 1 2 .3 4 5 0 1 2 .3 4 5 0 1 2 .3 4 5 
Action Officer of the artificial 
insemination program ••••••••••••••••••• 0 1 2 .3 4 5 0 1 2 .3 4 5 0 1 2 .3 4 5 
Action Officer of' the forage developnent 
program.•••••••••••••••••••••••••••••••• 0 1 2 .3 4 5 0 1 2 .3 4 5 0 1 2 .3 4 5 
Regional Direc~ors ••·•••••••••••••••••• 0 1 2 .3 4 5 0 1 2 .3 4 5 0 1 2 .3 4 5 
Provincial Program Officers •••••••••••• 0 1 2 .3 4 5 0 1 2 .3 4 5 0 1 2 .3 4 5 
Livestock Inspectors, Artificial Breed-
ing Technicians and Extension Technicians 0 1 2 .3 4 5 0 1 2 .3 4 5 0 1 2 .3 4 5 
I-' 
°' \0 
CENTRAL OFFICE, REGlDNAL OFFICES. PROVINCIAL OFFICES MID LIVESTOCK: Jm.'JISIDR TmDIICIANS QU!!'STIDNN.Anm 
Question 8 
The following are possible problems of the Livestock: Extension Serdce. Please rank these problems accordizlg to the scale indicated, 
If in your opinion there are other problems affect:h:lg the liVestock ezl;ena1m progrm. please liBt these problems and rank them accordingl;y. 
Please c1rcle the Please circle the 
appropriate number appropriate number 
(Ro (Gnat (No (Great 
problem) ~) problem) problem) 
]. 2 3 4· s ]. 2 3 4 s 
A, Manpower . 
A-1. Lack or qualified extension staff .l-8, Lack of supervision of extension 
in the Central Office ••••••••••••••• ]. 2 3 4 s tecl:m.icialls ••••••••••••••••••••••••• l 2 3 4 5 
A-2. Lack of qualified extension staff .l-9. Lack of secretarial. staff in Central.• 
in the Regional Offices ••••••••• •.• •• ]. 2 3 4 s · · Begional. and Provincial. Offices ••••• ]. 2 3 4 5 
A-3. Lack or qualified extension staff 
in the Provincial Offices ••••••••••• ]. 2 3 4 s .l-lO. Lack of administrative support from 
Top Administrators (higher in rank 
A-4. Lack of sufficient extension tecl:m.icianal. 2 3 4 s tba1l the respondent) _•_•_•_•.•_•_•_• •.• ._. •.• •.• ]. 2 3 4 5 
A-5. Lack of training of extension tech- B. Frmds 
~ in extension concepts, 
extension methods, agribusiness, ~1. Lack ot travel ~a •••••• _._•_•.•. •.•.••• l 2 3 4 5 
program planning and evaluation ...... ]. 2 3 4 s 
B-2. Lack of funds to procure. suppliBs , 
A-6 0 Lack or training of Provincial and. equipnent •••••••••••••••••••• ~-•. ]. 2 3 4 5 
Program Officers in extension 
concepts, extension methods, c. lfaterials 
agribusiness, program planning and 
evaluation ••.•••.••••••..••••••••••• ]. 2 3 4 s C-J.. Lack: of transportation for mobilit7 
or extension tecl:m.iciana •••••••••••• ]. 2 3 4 5 
A-7, Lack of training of Regional Directors 
in extension concepts, extension G-2. Lack of feedfonrard materials like 
methods, agribusiness, program reference materialB, research 
planning and evaluation ••••••••••••• ]. 2 3 4 s publ.icationa. etc, ·········~······ ]. 2 3 4 s 
f-' ......, 
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CENTRAL OFFICE1 HEGIDNAL OFF;!;CES 1 PlllVINCIAL QFFICES AND LIVESTOCK Erl'ENSION TECHNICIANS QUESTIDNNAIRE 
Question 8 (Continuation on possible probl.ems of the Livestock Extension Service) 
Please circle the Plea11e circle the 
appropriate number appropriate number 
(No (Great (No (Great 
problem) problem) problem) problem) 
l 2 3 I+ 5 l 2 3 I+ 5 
C-3. Lack of .supplies and equipnent. F. AJmraisAI, and Feedb1ck Svstem 
Uke f:!,J.jng cabinets, duplicating 
machines and photo equipment •••••••••• l 2 3 I+ 5 F-1. Lack of ob1ective appraisal system •• l 2 3 I+ 5 
D. Communication F-2. Lack of periodic appraisal of 
D-l. Too maey dialects which h:indered"the 
extension program.•••••••••••••••••• l 2 3 I+ 5 
production of teaching aids •••••••••• l 2 3 I+ 5 F-3. Lack of efficient feedback system ••• l 2 3 I+ 5 
D-2. Lack or delq of cOllllllllnication between F-1+. Feedback not proper:q utilized for 
Central Office and fisld offices ••••.• l 2 3 I+ 5 improvement of the service; defensive 
attitude of some administrators, 
D-3. Lack of understanding on the value of within and without the extension 
internal llnkages among the various service, when unfavorable feedback 
BAI sel"V'ices •• • •••••••••••••••••••••• l 2 3 I+ 5 is received ••••••••••••••••••••••••• l 2 3 I+ 5 
E. ReEQrts and Rel!Qrt;IDg S;!;atem G. Q!l.her Probl.ems 
E-l. Late sullmission of reports by field.,. G-l. Lack of job description of extension 
men •••••••••••••••••••••••••••••••••• l 2 3 I+ 5 teclln.icimls ......................... l 2 3 I+ 5 
E-2. Reports are unsUlllllJ8rized; sul:llli.tted G-2. ~is not well managed by extension 
as or~ prepared by fieldmen •••• l 2 3 I+ 5 . teclln.ici~ •••••••••••••• • .••••••••• l 2 3 I+ 5 
E-3. Reports are unrealistic; data needs G-3. Extension teclln.icians are not ful:q 
verification ••••••••••••••••••••••••• l 2 3 I+ 5 informed of policy trends •••••••••• l 2 3 I+ 5 
E-1+. Inefficient filing system •••••••• •.•.•• l 2 3 I+ 5 G-1+. Unrealistic performance objectives 
or targets ••••••••••••••••••••••••• l 2 3 I+ 5 





REGIONAL OFFICE QUESTIONNAIRE 
Question S (Continuation on possibl.e problems of the Livestock: Extenaian Se:rdce) 




l. 2 .3 4 s 
G-S. Extension technicians are still 
"service oriented", rather than 
education oriented ·······~··••••••••• 1 
G-6. Lack of incentives for personal growth, 
e.g. promotion or sal.ary increases,,,, l. 
G-7. Extension tecl:micians are utilized by 
Administrators to render service 
other than what is called for in 
their duties, thereby affecting their 










.3 . 4 s 
.3 4 s 
.3 4 s 
.3 4 S· 
.3 4 s . 
QueStion 9 







LIVESTOCK EXTENSION TECHNICIANS QUESTIONNAIRE 
"Accountability", as used in the preceding question means that evecy 
person or group is answerable to some degree to another person or position 
for something (objectives) expressed in performance terms within specified 
constraints (time, money). 
Example, if we assume that: 
(a) A Regional Director having 2 Provincial Program Officers (PP0 1s) has 
received from the Director of Animal Industcy a ;20,000.00 budget for 
FY 1974-75, ;10,000.00 of which is intended for veterinacy services 
and the other ;10,000.00 for artificial breeding services; 
(b) The Regional Director has appropriated to each PFO ;5,000.00 for 
veterinacy services and another 15,000.00 for artificial breeding 
services,; 
(c) ~ach PFO has 3 Livestock Inspectors and 3 Artificial Breeding Technicians; 
(d) The minimum target for each Livestock Inspector is 2,000 stock or animal 
units (A.U.) of veterinacy services, and the minimum target for each 
Artificial Breeding Technician is 11 800 breeding services,; 
Therefore, the accountability for FY 1974-75 of: 
(A) A Livestock Inspector to his Provincial Program Officer is 2,000 A.U. 
of veterinacy services,; · 
(B) An Artificial Breeding Technician to his Provincial Program Officer 
is l,800 artificial breeding services,; 
(C) A Provincial Program Officer to the Regional Director is 6,000 A.U. 
of veterinacy services and 3,600 artificial breeding services,; and 
(D) A Regional Director to the Director of Animal Industcy is 12,000 A.U. 
of veterinacy services and 7,200 artificial breeding services. 
Question 11 
In program :implementation or execution, what in your opinion is the degree 
of accountability for the success or failure of the following personnel in 
their respective field of assignment. 
Please circle 
the appropriate number 
(Imr) (High) 
l 2 3 4 s 
A. The accountability of a Regional Director 
to the Director of Animal Industcy for the 
achievement of results in his region is ••••• l 2 3 4 s 
B. The accountability of a Provincial Program 
Officer to the Regional Director for the 
achievement of results in his province is ••• 1 2 3 4 s 
C. The accountability of a Livestock Inspector 
or Artificial Breeding Technician to the 
Provincial Program Officer is •.•.••.....••.. 1 2 3 4 s 
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Appointment/Designation:.-------------------
Highest Degree Attained: -------------------
Age (please check one): · 
( ) 21 - 30 years old ( ) 51 - 60 years old 
( ) 31 - 40 years old ( ) over 60 years old 
( ) 41 -. 50 years old 
Number of years in the government service (please check one): 
( ) l - 5 years 
( ) 6 -. 10 years 
( ) 11 - 15 years 
~(" ) 16· - 20 years 
. ( ) over 20 years 
Number of years in the Bureau of Anilllal Industry (please check one): 
( ) l - 5 years 
( ) 6 - 10 years 
( ) 11 - 15 years 
( ) 16 - 20 years 
( ) over 20 years 
APPENDIX C 
PROVINCIAL OFFICE QUESTIONNAIRE 
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11 PROJECTION OF THE MANAGEMENT BY OBJECTIVF.'3 
SYSTEM FOR THE BUREAU OF Al'ID1AL INDUSTRY 
LIVFSTOCK EXTENSION IN THE PHILIPPINES 11 
by F. G. Villarta 
PROVINCIAL OFFICE QUESTIONNAIRE 
Question 1 
Do you prepare a "provincial program" and set your perfoI'lllance objectives 
or targets for the province? 
) Yes ) No 
Question 2 
In preparing a provincial program for the Bureau of Animal Industry (BAI), 
it seems logical that the provincial office should pattern its goals and 
objectives consistent with the national and regional policies of the 
agency. Do you support such statement? 
) Yes ) No 
Queetion 3 
When a provincial program of the BAI is prepared, before the program 
ie finalized, the Provincial Program Officer noI'lllSlly has to confer 
with: (Please coneider on:cy- one answer.) 
Question 4 
( hie Staff. 
( hie Staff, the Livestock Inspectors, Artificial Breeding 
Techniciane, Livestock Exteneion Technicians and other 
fieldmen in hie province. 
hie Staff, the Regional Director, the Livestock Inspectors, 
Artificial Breeding Technicians, Livestock Extension 
Techniciane and other fieldmen in his province. 
other poesibility (please explain). 
Doee the provincial program have to be approved first by the Regional 
Director of the Bureau of Animal Industry before it is implemented? 
) Yes ( ) No 
176 
PROVINCIAL OFFICE QUE'3TIONNAIRE: 
Question ~ 
What in your opinion, is the 
degree of participation of the 
following personnel in the 
preparation of the "provincial 
goals", (satisfaction of the 
effective demand and e:xportation 
of surplus) of the meat and egg 
production programs of the BAI. 
Please circle 




0 1 2 3 4 5 
Top Officials of the Dept. of Agr ••••••• 0 l 2 3 4 5 
Director/Assistant Director of BAI ••••• 0 l 2 3 4 5 
Staff of the Director/Assistant Director 
Of BA.I •••••••••••••••••••••••••••••• ·-· • 0 l 2 3 4 5 
NFAC Livestock Action Officer •••••••••• 0 l 2 3 4 5 
Action Officer of the artificial 
insemination program ••••••••••••••••••• 0 l 2 3 4 5 
Action Officer of the forage development 
program •••• -• •••••••.•••••••••••••••••• • • 0 ·1 2 3 4 5 
Regional Directors ••••••••••••••••••••• 0 l 2 3 4 5 
Provincial Program Officers •••••••••••• 0 l 2 3 4 5 
Livestock Inspectors, Artificial Breed-
ing Techniciena and Extension Technicians 0 l 2 3 4 5 
~stion 6 
What in your opinion, is the degree 
of participation of the following 
personnel in the preparation of the 
"provincial targets" (kilograms or 
tons of meat, milk or eggs or 
services, number of A.U. to be 
immunized by a Livestock Inspector, 
or number of cooperators each 
Extension Technician). 
Please circle 




0 1 2 3 4 5 
0 l 2 3 4 5 
0 l 2 3 4 5 
0 l 2 3 4 5 
0 l 2 3 4 5 
I 
0 l -2 3 4 5 
0 l 2 3 4 5 
0 l 2 3 4 5 
0 l 2 3 4 5 
0 l 2 3 4 5 
~stion 'l 
-What in your opinion, is the 
degree of participation of the 
following personnel in the 
preparation of j.ob functions o~ 
specific duties and responai-
bilities of personnel direct~ 
involved in the implementation 
of the BAI program for FY 1974-75. 
Please circl.6 




0 l 2 3 4 s 
0 l 2 3 4 5 
0 l 2 3 4 5 
0 l 2 3 4 5 
0 l 2 3 4 5 
0 l 2 3 4 5 
0 l 2 3 4 5 
0 l 2 3 4 5 
0 l 2 3 4 5 
0 l 2 3 4 5 
I-' ...... 
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CENTRAL OFFICE, REGIONAL OFFICES. PROVINCIAL OFFICl!S AND LIVESTOCK EXTENSION TECHNICIANS QIJ&'3TIONNAIRE 
Question 8 
The followini;t are possible problems of the Li'Vestock Extension Service. Please rank these problems according to the scale indicated. 
If in your opinion there are ~ problems affecting the livestock extension program, please list these problems and ~ them according:cy-. 
Please circle the Please circle the 
appropriate number appropriate number 
(:No (Great (No (Great 
problem) problem) problem) problem) 
l 2 .3 4 5 l 2 .3 4 5 
A. Manpower 
A-1. Lack of qualified extension staff A-8. Lack of supervision ot extension 
in the Central Office ••••••••••••••• l 2 .3 4 5 technicians ••••••••••••••••••••••••• l 2 .3 4 5 
A-2. i..ack of qualified extension staff A-9 .• Lack of secretarial staff in Central, 
in the Regional Offices •••• ·• •••••••• l 2 .3 4 5 Regional and Provincial Offices ••••• l 2 .3 4 5 
A-3. Lack of qualified extension staff 
in the Provincial Offices ••••••••••• l 2 .3 4 5 A-10. Lack of administrative support from 
Top Administrators (higher in rank 
A-4. Lack of sufficient extension techniciansl 2 3 4 5 than the .respondent) •••••••••••••••• l 2 .3 4 5 
A-5. Lack of training of extension tech- B. Funds 
~ in extension concepts, 
extension methods, agribusiness, B-1. Laclc ·or travel i\mds ••••••••••.••••• l 2 .3 4 5 
program planning and evaluation ••••• l 2 3 4 5 
A-6. Lack of training of Provincial 
B-2. Lack of funds to procure. supplies 
and equipment ••••••••••••••••••••••• l 2 3 4 5 
Program Officers in extension 
concepts, extension methods, C. Materials 
agribusiness, program planning and 
evaluation •••••••••••••••••••••••••• l 2 .3 4 5 C-1. Lack of transportation for mobility 
of extension technicians •••••••••••• l 2 .3 4 5 
A-7. Lack of training of Regional Directors 
in extension concepts, extension C-2. Lack of feed!orward materials like 
methods, agribusiness, program reference materials, research 
planning and evaluation •.••••••••••• l 2 .3 4 5 publications, etc. •.•......•..••.• l 2 .3 4 5 
f-' ...._, 
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CENTRAL OFFICE, REGIDNAL OFFICES, PIDVJNCIAL OFFICES .AND LIVESTOQ[ En'ENSIDN TECHNICIANS QUESTIDNNAIRE 
Question a (Continuation on possible problems or the Livestock Extension Service) 
Pl.ease circl.e the Pl.ease circle the 
appropriate number appropriate number 
(No (Great (No (Great 
problem) problem) problem) problem) 
1 2 3 4 5 l 2 3 4 5 . 
C-3. Lack or supplies and equipment F. A~raisa1 and Feedback S:vstem 
like filing cabinets, duplicating 
machines and photo equipment •••••••••• 1 2 3 4 5 F-1. Lack or ob1ective appraisal system •• 1 2 3 4 5 
D. Communication F-2. Lack or periodic appraisal or 
extension program •••••••••••••••••• 1 2 3 4 5 
D-1. Too many dialects which hindered· the 
production or teaching aids •••••••••• 1 2 3 4 5 F-3. Lack of efficient feedback system ••• 1 2 3 4 5 
D-2. Lack or delay or communication between F-4. Feedback not proper:cy- utilized for 
Central Office and field offices ••••• 1 2 3 4 5 improvement or the service; defensive 
attitude or some administrators, 
D-3. Lack of understanding on the value of within and without the extension 
internal linkages among the various service, when unfavorable feedback 
BAI services ••••••••••••••••••••••••• 1 2 3 4 5 is received ••••••••••••••••••••••••• 1 2 3 4 5 
E. Re:eQrts and Re:eQrt;!.ru!: Sistem G. other Problems 
E-1. Late submission of reports by field.,. t-1. Lack or job description or extension 
JDen • •. •. • • • • •. • •. • • •• • • •• • • •. •. • •. • • • 1 2 3 4 5 teclmicians •••••••••••••••••••••••• 1 2 3 4 5 
E-2. Reports are unsummarized; submitted G-2. ~ is not well managed by extension 
as original:cy- prepared by fieldmen •••• 1 2 3 4 5 technicians ••••·••••••••••••••••••• 1 2 3 4 5 
E-3. Reports are unrealistic; data needs G-3. Extension technicians are not ful4r 
verification •· •••••••••••••••••••••••• 1 2 3 4 5 info:nned or policy trends •••••••••• l 2 3 4 5 
E-4. Inefficient filing system •••••••••• _ •• 1 2 3 4 5 G-4. Unrealistic performance objectives 
or targets ••••••••••••••••••••••••• 1 2 3 4 5 




PROVINCIAL OFFICE QUESTIONNAIRE 
Question El (Continuation on possible problems of the Livestock Extension Service) 





G-5. Extension technicians are still 
"service oriented", rather than 
education oriented •••••••••••••••••••••• 1 
G-6. Laclc of incentives for personal growt:.h, 
e.g. promotion or salary increases •••••• l 
G-7. Extension technicians are utilized by 
AcJmjnistrators to render service other 
·than what is called for in their duties, 






























The foll.awing are possible major job functiorus of a 
Provincial Program Officer. Which ones, in your opinion 







) Supervising and Directing 
) Staffing 
) Administrative 
) Other Duties as Assigned 







LIVESTOCK &TENSION TECHNICIANS QUESTIONN.i.IRE 
"Accountability", as used in the preceding question means that every 
person or group is answerable to some degree to another person or position 
for someth~ (objectives) expressed in performance terms within specified 
constraints t time, money) • . · 
Example, if we assume that: 
(a) A Regional Director having 2 Provincial Program Officers (PP0 1s) has 
received from the Director of Animal Industry a 120,000,00 budget for 
FY 1974-75, 110,000,00 of which is intended for veterinary services 
and the other 110,000,00 for artificial breeding services; 
(b) The Regional Director has appropriated to each PK> 15,000,00 for 
veterinary services and another 15,000,00 for artificial breeding 
services; 
(c) Each PFO has 3 Livestock Inspectors and 3 Artificial Breeding.Technicians; 
(d) The mini.mum target for each Livestock Inspector is 2,000 stock or animal 
units (A.U,) of veterinary services, and the minimum target for each 
Artificial Breeding Technician is 11 800 breeding services; 
Therefore, the accountability for FY 1974-75 of: 
(A) A Livestock Inspector to his Provincial Program Officer is 2,000 A.U, 
of veterinary services; 
(B) An Artificial Breeding Technician to his Provincial Program Officer 
is 1,800 artificial breeding services; 
(C) A Provincial Program Officer to the Regional Director is 6,000 A.U. 
of veterinary services and 3,600 artificial breeding services; and 
(D) A Regional Director to the Director of Animal Industry is 12,000 A.U. 
of veterinary services and 7,200 artificial breeding services. 
Question 11 
In program implementation or execution, what in your opinion is the degree 
o.f accountability for the success or failure of the following personnel in 
their respective field of assignment, 
A, The accountability of a Regional Director 
to the Director of Animal Industry for the 
achievement of results in his region is ..... 
B, The accountability of a Provincial Program 
Officer to the Regional Director for the 
achievement of results in his province is ••• 
c. The accountability of a Livestock Inspector 
or Artificial Breeding Technician to the 
Provincial Program Officer is ••••••••••••••• 
Please circle 
















PR:>VINCIAL OFFICE QUESTIONNAIRE 
Question 12 
Who had the most influence on setting the performance objectives or 
targets for you? 
) My Regional Director had much more influence than I 
) My Regional Director had someldlat more influence that I 
{ ) My Regional Director and I had about equal influence 
{ ) I had someldlat more influence than rq Regional Director 
I had much more influence than rq Regional Director 
Question l3 
What in your opinion, was the level of difficulty of the performance 
objectives or targets set for your position? 
) Extreme}J" difficult 
{ ) Difficult 
{ ) Some difficulty 
{ ) Easy 
{ ) Extreme}J" easy 
QyQstion ;th: 
How successful were you in achieving the performance objectives or targets 
set for your province? 
{ ) Objectives or targets was exceeded 
{ ) Objectives or targets was achieved 
( ) Objectives or targets was partial}J" met 
( ) Little activity was done 
( ) No activity was done 
Qya§tion J,~ 
How oi'ten were you gi'Ven feedback on your progress on your performance 
objectives or targets? 
( ) Never 
( ) Rare}J" 
( ) Occasional}J" 
) Frequent}J" 
( ) Very frequent}J" 
Question 16 
How oi'ten does your Regional Director ask your opinion wen a problem 
comes up that involves your work? 
( ) Almost alw~ 
( ) Most of the ti.me 
( ) Sometimes 
( Rare}J" . 
182 
. ~· . 
PFIOV.INCIAL OFFICE Qt!ES:UONNA.IRE 
Question 1.7. 
- -.. 
Which of the ·statements best des-c:ribes the amount. of. :Praise you receive 
from your Regional Director_ about your pe.r£onnanc& let yea?'? 
Received o~ praise.with.no- criticism 
'( ) Received most~ praise with jJ.1St a little criticism 
Received about an equal amount of praise and criticism 
Received mostl;r criticism with just a little praise 
) Received onl;r criticism with no praise 
Question lS 
In your opinion, to what ext:.ent wi1.l effort increases on your part lead 
to increases in the level of your job performance? 
To a very great degree 
) To a great degree 
) To a moderate degree 
( ) To aminor degree 
) They wi1.l not be related at all 
Question 19 
How interesting is the.work in your present job? 
( ) Extremel;r intereeting 
( . ) Quite interesting 
( ) Fairl;r interesting 
( ) Neither interesting nor uninteresting 
( ) Not at all interesting 
Question 20 
Given your present eituation in life• rank the following items in order 
or their importance' l through 7. 
) Opportunity to use one .. 1.s skille 
( ) Opportunity to experience a senee of accomplishment 
( ) Salary 
( ) Recognition in current job 
( Promotione 
( Pleaeant co-workere 
( ) Job etability 
QuHtion 2l 
How concerned do you feel your Regional Director would be if you failed 
to achieve the performance objectives or targets established for your 




· Quite concerned 
( ) Somewhat concerned 
) Just slightl;r concerned 
( ) Not at all concerned 
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Appointment/Designation: -------------------
Highest Degree Attained: -------------------
Age (please check one): 
( ) 21 - 30 years old ( ) 51 - 60 years old 
( ) .31 - 40 years old ( ) over 60 years old 
( ) 41 -. 50 years old . 
Number of years in the government service (please check one): 
( ) 1 - 5 years .c ) 16 - 20 years 
( ) 6 -. 10 years .( ) over 20 years 
( ) 11 - 15 years 
Number of years in the Bureau of Animal Industry (please check one): 
( ) l - 5 years 
( ) 6 - 10 years 
( ) 11 - 15 years 
( ) 16 - 20 years 
( ) over 20 years 
APPENDIX·D 
LIVESTOCK EXTENSION TECHNICIAN QUESTIONNAIRE 
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11 POOJECTION ·OF THE. MANAGEMENT BY OBJECTIVES 
SYSTEM FOR THE BUREAU OF ANIMAL INDUSTRY 
LIVESTOCK :\l!lCTENSION IN THE PHILIPPINES 11 
by F. G. Villarta 
LIVESTOCK EXTENSION TECHNICIANS QUESTIONNAIRE 
Question l 
Do you prepare a program and set your .2!:m performance objectives or 
targets ror your position? 
) Yes ( ) No 
Question 2 
When you prepare a program and set .your own performance objectives or 
targets, are they consistent with the goals and objectives or the 
regional and prov:lncial offices? 
( ) Yes ( ) No ( ) I have no knowledge 
Question 3 
Does your program have to be approved first by your Provincial Program 
orricer before it is implemented? 
( ) Yes ( ) No 
Question 4 
Who had the most influence on setting the performance objectives or targets 
ror you? 
) M;v" PPO had much more :lnfiuence than I 
( ) M;v" PPO had somewhat more influence than I 
( ) M;v" PPO and I had about equal influence 
( ) I had somewhat more influence than 11\Y" PPO 
( ) I had much more influence than 11\Y" PPO 
Q.g§stion ~ 
What :In your op:lnion, was the level or difficulty or the performance 
objectives or targets set ror your position? 
) Ext:.remeJ.1' dirricu1t 
) Difficult 
) Some dirricu1ty 
( ) Ea117 
( ) Ext;reme~ ea117 
Qy§stion 6 
How successful were you :In achiev:lng the performance objectives or 
targets set ror your position? 
) Objectives or targets was exceeded 
( ) Objectives or targets was achieved 
( ) Objectives or targets was parlia~ met 
( ) Little activity was done 
( ) No activit;r:was done 
186 
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UVF.S'lOCK ElCl'ENSION TECHNICIANS QUESTIOMNAIRE 
Question 7 
How often were you given feedback on your progress on your performance 






Qlisstion 8 (Pl.ease see possible problema oi' the Livestock Extension Service) 
Question ll 
How concerned do you feel your PPO would be ii' you failed to achieve 






Just slight:q concerned 
Not at all concerned 
What kind of criticism would you receive from your PPO ii' you failed 
to achieve the goale established i'or your job to a significant degree? 
) Extreme:q severe criticism 
) Quite severe criticism 
Somewhat severe criticism 
Milk criticism 
) No criticism at all 
Question ],3 
How important is it for you to know what your Pro wants you to do? 
) Extreme:q important 
) Quite important 
( ) Somewhat important 
( Slight~ important 
Not at all important 
Question l.l+ 
How important is it for you to have definite policies and . procedures 
to help you in performing your job? 




) Not· at all important 
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Question 8 
The foll~ are possible problems of the Livestock Extension Service. Please rank these problems according to the scale indicated, 
If in your opinion there are ~ problems affecting the livestock extension program, please list these problems and rank them according~. 
Please circle the Please circle the 
appropriate number appropriate number 
(No (Great (No (Great 
problem) problem) problem) problem) 
1 2 3 4 5 1 2 3 4 5 
A, Manpower 
A-1. Lack of qualified extension staff A-8. Lack of supervision of extension 
in the Central Office ••••••••••••••• 1 2 3 4 5 te chniciaris •••.••••••••••••••••••••• 1 2 3 4 5 
A-2. i.ack of qualified extension staff A-9. Lack of secretarial staff in Central, 
in the Regional Offices ••••••••••••• 1 2 3 4 5 Regional and Provincial Offices ••••• 1 2 3 4 5 
A-3. Lack of qualified extension staff 
in the Provincial Offices ••••••••••• 1 2 3 4 5 A-10. Lack of administrative support from 
Top Administrators (higher in rank · 
A-4. Lack of sufficient extension techniciansl 2 3 4 5 than the respondent) •••••••••••••••• 1 2 3 4 5 
A-5. Lack of training of extension tech- B. Funcis 
nicians in extension concepts, 
extension methods, agribusiness, B-1. Lack of travel funds •••••••••••••••• 1 2 3 4 5 
program planning and evaluation ••••• 1 2 3 4 5 '' 
B-2. Lack of funds to procure supplies 
A-6. Lack of training of Provincial an.d equipinent ••••••••••••••••••••••• 1 2 3 4 5 
Program Officers in extension 
concepts, extension methods, C. Materials 
agribusiness, program planning and 
evaluation •••••••••••••••••••••••••• 1 2 3 4 5 C-1, Lack of transportation for mobility 
of extension technicians •••••••••••• 1 2 3 4 5 
A-7. Lack of training of Regional Directors 
in extension concepts, extension C-2. Lack of feedforward materials like 
methods, agribusiness, program reference materials, research 
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Question 8 (Cont:!nuation on possible problems or the Livestock Extension Service) 
Please circle the Please circle the 
appropriate number appropriate number 
(No (Great (No (Great 
problem) problem) problem) problem) 
1 2 3 4 5 1 2 3 4 5 
C-3. Lack or supplies and equipment F • .i\.]:)P~aisal and Feedback System 
like filing cab:!nets, duplicating 
mach:!nes and photo equipment •••••••••• 1 2 3 4 5 F-1. LaCk of ob1ectiye appraisal system •• 1 2 3 4 5 
D. Communication F-2. LaCk of periodic appraisal of 
extension program•••••••••••••••••• 1 2 3 4 5 
D-1. Too many dialects which h:!ndered ·the 
production or teaching aids •••••••••• 1 2 3 4 5 F-3. Lack of efficient feedback system ••• 1 2 3 4 5 
D-2. Lack or delay of communication between F-4. Feedback not properly utilized for 
Central Office and field offices ••••• 1 2 3 4 5 improvement of the service; defensive 
attitude of some administrators, 
D-3. Lack of understand:!ng on the value of within and without the extension 
internal linkages among the various service, when unfavorable feedback 
BAI se:rvi.ces ••••••••••••••••••••••••• 1 2 3 4 5 is received .....•.....•......•...... 1 2 3 4 5 
E. ReEQrts and ReEQrt:!ng Szstem G. Other Problems 
E-1. Late submission of reports by field.,. G-1. Lack of job description of extension 
men •••••••••••••••••••••••••••••••••• 1 2 3 4 5 technicians •••••••••••••••••••••••• 1 2 3 4 5 
E-2. Reports are unsummarized; submitted G-2. Time is not well managed by extension 
as orig:!nally prepared by fieldmen, ••• 1 2 3 4 5 technicians ••••·••••••••••••••••••• 1 2 3 4 5 
E-3. Reports are unrealistic; data needs G-3. Extension technicians are not full:y 
verification ••••••••••••••••••••••••• 1 2 3 4 5 informed of policy trends • , , , , ••• , • 1 2 3 4 5 
E-4. Inefficient filing system•••••••••••• 1 2 3 4 5 G-4. Unrealistic performance objectives 
or targets ••••••••••••••••••••••••• 1 2 3 4 5 
E-5. Too many reports to sutmit ••••••••••• 1 2 3 4 5 
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Question 8 (Continuation on possible problems or the Livestock Extension Service) 




1 2 3 4 5 
G-5. Extension technicians are still 
"service oriented", rather than 
education oriented •••••••••••••••••••• 1 2 3 4 5 
G-6. Lack or incentives ror personal growth, 
e.g. promotion or salary increases •••• l 2 3 4 5 
G-7. Extension technicians are utilized by 
Administrators to render service other 
than what is called for in their duties, 
thereby arrecting their performance •••• l 2 3 4 5 
G-8. 
1 2 3 4 5 
G-9. 
l 2 3 4 5 
G-10. 
1 2 3 4 5 
Question 9 
How orten does your PPO ask your opinion When a problem 
comes up that involves your work? 
( ) Almost always 
( ) Most or the time 
( ) Sometimes 
( ) Rare'.cy" 
Question 10 
Which or the statements best describes the amount or 
praise you receive from your PPO about your performance 
last year? 
) Received on'.cy" praise with no criticism 
( ) Received most'.cy" praise with just a little 
criticism 
Received about an equal amount or praise and 
criticism 
( ) Received most:cy- criticism with just a little 
praise 
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"Accountability", as used in the preceding question means that every 
person or group is answerable to some degree to another person or position 
for somethin$ (objectives) expressed in performance terms within specified 
constraints (time, money) • 
Example, if we assume that: 
(a) A Regional Director having 2 Provincial Program Officers (PP0 1s) has 
received from the Director of Animal Industry a 120,000,00 budget for 
FY 1974-75, 110,000,00 of which is intended for veterinary services 
and the other 110,000,00 for artificial breeding services; 
(b) The Regional Director has appropriated to each PR:> 15,000,00 for 
veterinary services and another 15,000,00 for artificial breeding 
services; 
(c) Each PR:> has 3 Livestock Inspectors and 3 Artificial Breeding Technicians; 
(d) The minimum target for each Livestock Inspector is 2,000 stock or animal 
units (A.U.) of veterinary services, and the minimum target for each 
Artificial Breeding Technician is l,SOO breeding services; 
Therefore, the accountability for FY 1974-75 of: 
(A) A Livestock Inspector to his Provincial Program Officer is 2,000 A,U, 
of veterinary services; 
(B) An Artificial Breeding Technician to his Provincial Program Officer 
is l,Soo artificial breeding services; 
(C) A Provincial Program Officer to the Regional Director is 6,000 A,U, 
of veterinary services and 3,600 artificial breeding services; and 
(D) A Regional Director to the Director of Animal Industry is 12,000 A,U, 
of veterinary services and 7,200 artificial breeding services, 
Question 11 
In program implementation or execution, what in your opinion is the degree 
of accountability for the success or failure of the following personnel in 





the appropriate number 
(Low) (High) 
4 5 1 2 3 
The accountability of a Regional Director 
to the Director of Animal Industry for the 
achievement of results in his region is ..... l 2 3 4 5 
The accountability of a Provincial Program 
Officer to the Regional Director for the 
achievement of results in his province is ••• · 1 2 3 4 5 
The accountability of a Livestock Inspector 
or Artificial Breeding Technician to the 
Provincial Program Officer is •••• , •• , •••• , , • 1 2 3 4 5 
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Question 15 
In your opinion, to what extent will effort :increases on your part 
lead ~o increases in the level of your performance? 
( ) To a very great degree 
( ) To a great degree 
( ) To a moderate degree 
( ) To a minor degree 
·They will not be re1ated at all 
Question 16 
To what extent do you experience a feeling of personal accomplishment 
and satisfaction in fully completing your performance objectives or 
target assignments? · 
Question 17 
To'a very great degree 
) To a great degree 
( ) To a modera~e degree 
) To a minor degree 
( ) No feeling of personal accomplishment and satisfaction 
Given your pres~:q.t situation in life, rank the following items in 
order of their importance, 1 through 7. 
Question 18 
( ) Opportl.lllity to use one 1 s skills 
( ) Opporttmity to experience a sense of accomplishment 
( ) Salary 
Recognition in current job 
( Promotions 
(7' ) Pleasant co-workers· 
( Job stability 
Which statement best describes the manners in which your PPO helps you 
in performing your job? 
) He rarely makes suggestions to me 
) He gives me some ideas, but I could use much more help 
) Sometimes fey PPO helps 1!18 plan to reach a goal and sometimes 
he doesn 1.t 
( ) Generally, when I encounter a serious obstacle, fey PPO 
will suggest ways to overcome it 
Generally, when a serious obstacle arises, I discuss it 
with fey PPO and we revise the strategy and the objective 
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Question 19 
How interesting is the work in your present job? 
( Extremely int.eresting 
( ) Quite interesting 
( ) Fairly interesting 
)· Neither interesting nor uninteresting 
( ) Not at all interesting 
Question 20 
Please answer the following questions by checking those that apply. 
What is your Was such If your answer to column 
present designation? designation 2 is 11No 11 , what would you 
of your choice? .. rather prefer to be? (Please 
check one.) 
Yes No 
) LET for cattle ) ) LET for swine 
) LET for poultry 
( ) LET for ISWine ) ) ( LET for cattle 
( ) LET for poultry 
( ) LET for poultry LET for cattle 
) LET for swme 
( ) FORAGE Technician ( ) ( ) LET for cattle 
) LET for swine 
( ) LET for poultry 
Thank you. 
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